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Abstract 
The Development, Implementation, and Evaluation 
of a Lay Pastoral Care Program 
by 
Philip Charles Rogers 
This project was developed to meet the pastoral care needs of a 
growing church whose pastor recognized that the care needs of its people 
were not being met. The program was adapted from a model developed by 
Melvin Steinbron (Can the Pastor Do It Alone, Ventura, CA: Regal Books, 
1987). 
Research of the biblical, historical, and contemporary literature 
of the concepts of laity and pastoral care led to relevant conclusions. 
Laity is understood to include the whole church, including the clergy. 
The church is the church only when it ministers in a servant's role. 
The proper role for the pastor is to be a servant of servants who equips 
and enables the church for ministry. Rather than identifying the 
caregiver, pastoral care defines a quality of care which is modeled 
after the care of Jesus. The responsibility to provide pastoral care 
rests with the entire church, not just the pastor. 
Adaptations to Steinbron's model were minor. Lay pastors were 
trained in an intensive six-hour seminar. Twenty-nine individuals or 
teams were each assigned a group of families with over 200 families 
assigned to lay pastors. The lay pastor's job description, based on the 
acrostic P.E.A.C.E., included to £ray, be an Example, be Available, make 
Qontact, and be an Encourager. It was expected that some contact be 
made monthly and that personal contact take place each quarter. 
Evaluation of the program revealed disappointing results. The 
program failed to meet most of its stated objectives. Lay pastors were 
generally not effective in fulfilling the expectations for pastoral 
care. The failure to follow the design completely led to some 
shortcomings. The data reveals, however, that the causes for failure 
were the due primarily to flaws in the basic design of the program. 
The basic theological principles upon which the program was based 
were affirmed in this project. The need exists for a team approach to 
pastoral care instead of one which depends on individual responsibility. 
An alternative model is suggested based on the insights gained through 
this study . 
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CHAPTER 1 
Understanding the Problem 
This project was developed to respond to what I believe is a 
critical need for improved pastoral care in my local church. This 
chapter provides an overview of the project in four sections. First, 
the context of ministry is explained and the process by which lay 
pastoral care was chosen for this project is laid out. Second is the 
statement of purpose for the project. Third is an overview of the 
development, implementation and evaluation phases of the project. 
Fourth is an overview of the following chapters of this dissertation. 
Explanation of the Problem 
In this section the context of ministry in which this project was 
implemented is described. This includes the circumstances and reasoning 
that have led to the decision to choose this particular project. 
The Context in Ministry 
I am in my sixteenth year as pastor of the Middletown, Indiana, 
Church of the Nazarene. Middletown is a bedroom community of 3,000 
persons located near Anderson, Indiana, a city of 60,000. The church 
reflects the socio-economic structure of the community which is 
predominantly blue-collar and middle-class. The population of the 
community has remained fairly stable during the last twenty years. The 
church also includes a number of lower level professional people, such 
as teachers and school administrators, nurses, and engineers. 
Since the church relocated nine years ago to a new building, it 
has grown from less than ninety in morning worship attendance to an 
average exceeding three hundred. The church is also served by a fu11-
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time pastor of youth and a part-time children's ministry director. 
Other staff persons include an office secretary and a custodian, both of 
whom are part-time. 
The growth of the church has affected more than just the number of 
people attending. The majority of those who are new to the church are 
new to the Church of the Nazarene. Because many are relatively new 
Christians, the over-all spiritual maturity of the congregation is 
younger. The highest percentage of growth has been among younger 
adults, which has dramatically changed the age distribution of the 
church. All of this has changed the program and ministry needs of the 
church dramatically. However, because of having such a high percentage 
of newer Christians, the leadership base of the church has not grown 
proportionally to the entire church. 
The Middletown Church of the Nazarene is now the largest and most 
influential church in the community. This influence has increased 
primarily due to four factors. One is that many of the leaders in the 
community now identify with the church. Another is that the ministries 
of the church have multiplied to reach a much higher number of people, 
many of whom are not a part of the church. Day care and pre-school 
ministries have been especially effective in this. A third factor is 
the church building itself. The building now has more than 22, 000 
square feet and is especially helped by having a nearly full-size 
gymnasium. Not only is it the largest church building in the town, with 
the exception of the schools, it is one of the largest buildings of any 
kind in the community. The last reason for the increased influence of 
the church has been the pastor's involvement in the community. I have 
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now been a part of the community for more than fifteen years. During 
this time I have become quite well known not only for being pastor, but 
also serving as a volunteer on the ambulance service. This kind of 
participation in the community has earned me a great amount of respect 
with the citizens. 
Due to all these changes, my role as pastor has shifted 
dramatically during the past few years. I have added administrative 
responsibilities in the church with responsibility of overseeing many 
ministries and activities. I have also assumed a greater leadership 
role for my denomination, serving on the district advisory board ~d as 
director of an extension school for the Nazarene Bible College. Along 
with all this I have accepted the challenge of completing a doctor of 
ministry degree from Asbury Theological Seminary. 
An area of ministry that has been especially affected by all the 
changes has been pastoral care. The challenge of providing pastoral 
care was difficult enough when there were less than fifty families in 
the church. There are now at least 230 for which the church has 
responsibility. Not only have I experienced a dramatic increase in the 
number of people for whom I have pastoral responsibilities, but the 
available time to devote to providing care is even less than before. 
The need for pastoral care has also grown at a rate greater than 
the actual growth of the church. With more people who are spiritually 
immature, there is a greater need for personal care and nurturing. The 
church also has had a much higher number of visitors on a regular basis, 
all of whom should receive follow-up. In addition to this, because of 
the widening influence of the church in the community, the number of 
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families and individuals who call upon the church and its pastor who are 
only peripherally related to the church has multiplied. 
For a number of years I have been convinced that the people of the 
congregation have not been receiving adequate pastoral care. Ministry 
must have a personal quality to be effective in meeting needs. The 
failures seem to fall into three categories. One is the need for 
adequate follow-up of visitors and new people in the church. Closely 
related to this is the need for better assimilation of new people into 
the church, particularly from a relational and fellowship perspective. 
The second is the problem of people "falling through the cracks," which 
occurs when people stop attending for one reason or another and there is 
little or no response from the church expressing interest in them. The 
last is the need to respond better to the needs of people during times 
of crisis and for those with long-term care needs. 
The actual practice of ministry lately has been a kind of 
"fireman's" approach to pastoral care. Care is offered in those 
situations when the "call has come inti or where the "fires" of need 
appear to be most evident. Unavoidably, however, many important needs 
go unmet or very inadequately addressed. If the church is to continue 
to grow it must find more effective ways to meet the care needs of its 
people. 
It was observed above that the leadership core of the church has 
not grown proportionally to the rest of the church. A much greater 
percentage of families remain on the periphery of the church and are not 
adequately "plugged in" to the ministries of the church. These persons 
are those who are most being neglected. Since the church has grown, I 
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have been unable to respond personally to these persons in the same 
manner I onCe did. The committed core of the church is not likely to 
grow unless some solution to the need for improved pastoral care is 
found. 
Evaluating the Options 
The church can choose from among as many as four options to 
respond to the need for better pastoral care. The first is to accept 
the notion that as the church grows, the personal quality of its 
pastoral care necessarily diminishes. The congregation will have to 
accept a lower level of care and the pastor must adjust his standards of 
what constitutes adequate pastoral care. This option is both 
unacceptable and impractical. To fail to meet the care needs of people 
on a personal basis is contrary to the principles of Christian ministry 
and is unacceptable. Also, a church which does not reach out in 
personal ways will, in all likelihood, cease to grow and probably 
diminish in size. 
A second solution is for the pastor to increase his personal 
efforts in pastoral care through the use of better time management, 
rearrangement of priorities, and personal sacrifice. This, however, 
assumes and accepts that other areas of ministry and personal life will 
suffer. My personal convictions regarding responsibilities to wife and 
children make this unacceptable. Also, as the church continues to grow, 
a limit of one person's capabilities will ultimately be reached. 
A third way to alleviate the need for additional pastoral care is 
for the church to add paid, professional staff, whose responsibility it 
is to provide pastoral care. This solution is not viable for two 
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reasons. The first is financial. Even though the church has 
experienced growth in numbers of people, the finances of the church have 
not grown proportionally. Most, if not all, of the increase in finances 
has been absorbed in building costs and other programing needs. The 
budget will not allow us to add staff for this purpose. The second 
reason for choosing not to add paid staff to provide pastoral care is 
theological. It will become evident in the theological studies and 
literature review why the hiring of professional staff is not an 
appropriate way for a church to meet the care needs of its people. 
Many theologically sound reasons exist for paid, professional 
staff persons. The proper role of the clergy as defined later in this 
paper also applies to staff. I argue in this p~per that the 
responsibility for pastoral care lies with the whole church. To try to 
meet this need only by hiring a staff person to do it is not 
appropriate. An appropriate role for staff, however, would be to 
organize and administer the church's program of pastoral care. 
The last solution, and the one which this project adopts, is to 
develop and implement a program of lay pastoral care. In such a program 
the laity share with the pastor the responsibility of meeting the care 
needs of those in the church and community. Both theological and 
practical reasons support this solution to the problem. 
Statement of the Purpose 
The purpose of this project/dissertation is to develop, implement, 
and evaluate an adaptation of Melvin Steinbron's program for lay 
pastoral care in the Middletown, Indiana, Church of the Nazarene. 
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Oyerview of the Pro,iect 
From the statement of purpose it can be discerned that this 
project includes three tasks: development, implementation, and 
evaluation. In the development phase of the project, research provides 
the theological and practical basis for designing the program. 
Preliminary research led to the conclusion that the best direction for 
this project was to model the design after an existing program. The use 
of a model, however, has not eliminated the necessity of applying 
rigorous research methodologies in the development phase. 
The model program used for this project was developed by Dr. 
Melvin Steinbron. His program for lay pastoral care is described in his 
book, Can the Pastor Do It Alone? The model is thoroughly researched 
in preparation for designing the program used for the project. As 
Steinbron suggests, however, significant adaptations are expected and 
necessary when applying the program to any particular situation (Can 
162). The lay pastoral care program as designed for this project 
includes numerous modifications to the model program. 
The 1mplementation phase of the project involves two stages. The 
first is the preparation of the church and the lay pastors for the 
ministry, This process includes educating the church as a whole for the 
ministry, recruiting the volunteers, conducting a training seminar to 
equip lay pastors, and assigning families to lay pastors. The second 
phase is supervising lay pastors as they perform their ministry by 
providing support, encouragement, and resources. 
The last task of this project is evaluation. The original plan 
was to implement the program for at least six months before evaluation 
, .. - . 
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would be conducted. It has turned out, however, that the program has 
been in place for an entire year. This has actually strengthened the 
resul ts of the evaluation since the novelty of the program has not 
influenced the results as much. 
The program is measured against the stated objectives for the 
project. These objectives are set forth in chapter four. The togls for 
evaluation include the following. 
1. Objective data on the amount of care actually being provided 
through the church, both before and after implementation of the program. 
This includes care being provided both by the pastor and laity inside 
and out~ide the program. 
2. Survey information measuring the perceptions of the 
congregation on how well the church cares in general for people and how 
well they feel they are cared for themselves. A pre-test and post-test 
questionnaire is used to determine whether the lay pastoral care program 
has affected how the congregation feels about these issues. 
" 
3. Interview data from both lay pastors and those receiving the 
care is also useful to evaluate the program. Each lay pastor is 
interviewed concerning experiences, perceptions, and opinions of both 
their own work as lay pastors and the program as a whole. Interviews 
are also conducted with a random sampling of those who rece i ved care 
from lay pastors. The purpose is to obtain feedback on how well the 
program has been accepted and how effective they perceive it to be. 
The program is also evaluated critically against the biblical and 
theological principles upon which the program is based. This part of 
the evaluation examines how well the practical results of implementation 
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have fulfilled these principles. 
The conclusions from the evaluation process will address three 
issues. 1. Has the program effectively fulfilled the objectives set for 
. t? 1 . 2. What should be done in the future with the program? Should it 
be continued as is, modified to some degree or another, replaced by 
another program, or abandoned completely? 3. What has been learned 
through this project that will be useful for similar programs to be used 
in this church or by other churches wishing to implement a similar 
program? 
Overview of the Following Chapters 
This dissertation is a formal report of the research, project 
implementation, and evaluation process utilized in this project. The 
five succeeding cllapters provide this material. 
Chapter two examines the theological and biblical data which 
provide the foundations upon which a program of lay pastoral care is to 
be based. The theological issues regard.ing lay pastoral care fall into 
two disciplines of ministry which form the two major divisions of this 
chapter. The first deals with the proper concept and role of laity in 
• 
the church. This section will first examine the relationship between 
laity and clergy throughout church history. Following this review is a 
, 
survey of modern literature on laity. This becomes the background for a 
biblical study to determine concepts informing a theology of the laity. 
With all of the above information, a theology of the laity in the 
context of ecclesiology is set forth. This then leads to some practical 
implications concerning the role of laity in the ministries of the 
church. 
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The second section of this chapter focuses on the discipline of 
pastoral care. Following an historical analysis of pastoral care, the 
contemporary literature on pastoral care is reviewed. Also included is 
a discussion of three biblical models that inform the church's ministry 
of pastoral care. Chapter two concludes with a summary of principles 
drawn from these studies which form a basis for a ministry of lay 
pastoral care. 
Chapter three examines lay pastoral care programs and the choice 
of a model program. Included is a review of the literature describing 
various programs for lay pastoral care already in existence. A detailed 
description of Melvin Steinbron's program which has been adapted for 
this project is provided along with the reasoning for choosing it as a 
model. 
Chapter four describes the development process and implementation 
of the actual program for lay pastoral care used in this project. 
Included in this chapter is the biblical, theological, and practical 
issues which have informed this ministry. The chapter describes the 
design process and reports on the implementation of the program. 
The fifth chapter evaluates the program as it has been designed 
and implemented. Both objective and subjective data are used in the 
evaluation process. The purpose for evaluation is to validate the 
program itself as well as set forth criteria for modifying the program 
for increased effectiveness. 
The last chapter sets forth the summary and conclusions which can 
be drawn from the research for this project. Of special interest will 
be the practical implications for the continuation of a ministry of lay 
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pastoral care in this church or the implementation of a similar program 
in another church. 
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CHAPTER 2 
Theological Studies and Literature Review 
This chapter provides the biblical and theological foundations 
upon which a ministry of lay pastoral care can be developed. The 
discussion is divided into three sections. The first examines the 
concept of the laity in the church. The purpose is to establish the 
central role of laity in the ministry of the church which is necessary 
to legitimize a ministry of lay pastoral care. The second section 
studies the function of pastoral care with a special interest in how the 
laity can participate in this ministry. Included in each of these first 
two sections is a review of the historical issues along with the 
appropriate contemporary literature. Thees reviews are then followed by 
biblical analyses and theological reflections on the relevant issues. 
The last section summarizes the conclusions which can be drawn 
from this study which inform the development and implementation of a lay 
pastoral care ministry. 
Biblical and Theological Issues 
Regarding the Laity 
This section examines the biblical and theological data concerning 
the laity which will inform the development and implementation of a lay 
pastoral care ministry. Since the subject of lay ministry is much 
broader than the concern of this project, some defining questions are 
included to direct the discussions of this chapter. 
1. What is the proper relationship between the laity and the 
clergy? 
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2. What is the proper understanding of the role of the laity in 
the ministry of the church? 
3. What is the proper understanding of the role of the clergy in 
relationship to both the ministry of the church and the ministry of the 
laity? 
The discussion is divided into five sections. The first surveys 
the historical development of the relationship between clergy and laity. 
The second reviews middle and late twentieth century literature dealing 
with the laity. The third considers the biblical data regarding the 
concepts of laity, clergy, and the church as a whole. The fourth 
examines the theological issues regarding an understanding of the laity 
in the context of ecclesiology. The last discusses the practical 
implications of these discussions concerning the roles of both laity and 
clergy. 
An Historical Analysis of the Relationship 
of Laity and Clergy 
An historical analysis of the laity can focus on either of two 
issues. First, how does the laity fit into the scheme of the church 
structurally and institutionally? Second, what contributions have 
laity made throughout the history of the church? This analysis will 
focus primarily on the first issue, with special interest in discerning 
the proper relationship between clergy and laity. 
Since the purpose here is to examine the changes of clergy/lay 
relationships, historical divisions are based on significant changes 
that developed in this relationship. With some adaptations this study 
follows the historical breakdown proposed by Grimes (42-63). 
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The Early Church. It is generally agreed that the differences 
which have historically distinguished clergy from laity did not exist in 
the early church. Alexandre Faivre, a Roman Catholic, speaks of the 
early church as that "wonderful time when there was neither clergy nor 
laity" (3) G. H. Williams points out that the early church viewed 
itself as both "royal priesthood" and a "priestly kingdom" (28). All 
Christians were considered as participants in the royal priesthood by 
virtue of their baptism (30). 
In the biblical analysis to follow, it is shown that this lack of 
clergy/laity distinction was especially true of the church in New 
Testament times. The descriptions of the church in Acts as well as the 
epistles indicate an "insistence on the absence of class and sharing" 
within the church communities (Faivre 4). 
In the New Testament, the term kleros is applied to the whole of 
the believing people. The word for priest, hiereus, is never applied to 
ministers. "It is only used either for Christ himself or for the whole 
of the believing people" (Faivre 7) Grimes notes that "the picture one 
gets from the New Testament is of a fluid and flexible ministry, with 
some tendency toward more fixed forms near the end of the period" (44). 
According to Garlow, the focus on the different roles and 
positions in the early church was on function rather than status. Only 
later did the concept of the kleros develop into a position of status 
and privilege (Partners 57). 
The development of a laity with a status different from the clergy 
did not happen quickly. Clement of Rome is the first to use the term 
laikos in his letter to the Corinthians in the last part of the first 
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century. Faivre points out, however, that this is a reference to an Old 
Testament concept, and not necessarily that there were yet "laymen" in 
the Christian community (18, 22). Ignatius, in the early second 
century, suggests it is not possible to have a church without bishops, 
presbyters and deacons. Grimes points out, however, that "one of the 
reasons, if not the main one, for this setting up of authoritative 
officers was Ignatius' concern that the church not be corrupted by 
heresy" (44-45). It was not an effort to develop an hierarchy of status 
in the church. 
Not until the beginning of the third century does the term kleros 
appear in the literature describing a limited group within the Christian 
community (Faivre 23). Faivre suggests the division between the laity 
and clergy was a rather sudden development early in the third century. 
Using data from "The Apostol ic Tradi tion" he concludes that around 200 
AD the clergy consisted of "one bishop with his presbyters and deacons" 
who are distinguished from the rest of the church. (73-75). 
The Medieval and Middle Ages Church. ~ Constantine's conversion to 
Christianity in the early fourth century resulted in later Christianity 
becoming the official religion of the Roman Empire. By then the process 
of separation of clergy and laity was clearly established (Grimes 46). ' 
The first of the monastic orders were formed in the fifth century. 
The monks were not considered part of the clergy, yet were held separate 
from the common laity. This resulted in three great divisions among the 
Christian people--clergy, monks and laity (Faivre 210). 
According to Kraemer, the "church became a vast body of worship, 
instruction, piety, activity, consisting of two clearly distinguished 
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bodies, in which the authori tati ve leadership reposed in the clergy" 
( 51 ) . sl It is noted that some lay participation in the internal life of 
the Church did continue. For example, in extreme situations the laity 
could perform baptisms. In addition, they never lost the right of 
electing their bishop and, at least in theory, to choose their own 
clergy (Frend 61). 
During the Middle Ages it was presupposed that clergy and laity 
were different in status and function and must be kept separate (Brooke 
113). This perpetuated the distinction between clergy and laity. The 
cultural condition of the time was a likely contributor to continuing 
this separation. The structure of feudalistic society ruled out the 
possibility that the laity would be given the chance to develop the 
knowledge and skills necessary to be meaningfully involved in the actual 
ministry of the church (Grimes 47). 
The Reformation. Kraemer points out that Luther's original 
teachings concerning the Church "was a frontal attack on the 
hierarchical conception of the Church" (61). Theoretically the 
distinction of "clergy" and "laity" fell away with Luther's teachings on 
the priesthood of all believers. In his manifesto To the Christian 
Nobili ty he proclaimed: "All Christians are truly priests and there is 
• 
no distinction amongst them except as to office ... Everybody who is 
baptized, may maintain that he has been consecrated as a priest, bishop, 
or pope" (quoted in Kraemer 61). 
In practice, however, the fundamental distinction between clergy 
and laity persisted in the Protestant movement. Kraemer suggests three 
reasons why Luther's concept of the laity never took hold. One is that 
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a "baptized Christian" was not synonymous with a truly believing 
Christian. The second was that the church had for centuries kept its 
membership in a state of spiritual immaturity, and it was therefore not 
capable of functioning as spiritual adults. The last was that the 
reformation placed great stress on the pre-emininence of the preaching 
office. The need for correct preaching required a specially qualified 
group of bearers of that office (64-65). As Harkness says, "In general 
one may say that the priesthood of all believers was stillborn. II In her 
opinion, this resulted primarily from Luther's positions and involvement 
in political matters, particularly in the "Peasants' War" when he sided 
with the princes (71). 
In other movements, including Calvinism, Anglicanism, and Free 
Church movements, Harkness notes that the barriers between laity and 
clergy persisted (83). The distinction between "lay members" and church 
officials was maintained, not on theological or professional grounds, 
but on operational or functional bases (Kelly 23). 
In some movements, however, the distinction between clergy and 
laity were more successfully abolished. One radical reformation group 
which has remained almost completely nonclerical is the Society of 
Friends, or Quakers. Typically, they simply "record" ministers as a 
recognition of their special gift of ministry, but have no clergy, as 
such (Grimes 54). On the whole, however, these kinds of groups have 
remained relatively small and have not been representative of 
Protestantism. 
John Wesley in 18th Century England. For those who trace their 
theological heritage through the life and teachings of John Wesley, a 
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consideration of his concepts and practices in regard to the laity is 
significant. James Garlow has evaluated Wesley's understanding of the 
laity through an examination of his use of lay preachers (Garlow, 
ItL 't It) al y . 
Throughout the history of the church there have been movements or 
efforts in which lay people were involved in preaching (Garlow, Partners 
65-72). John Wesley was unique in the extent to which he used lay 
preachers. During his ministry, Wesley trained 653 lay preachers who 
were used as public preachers and as leaders of the early Methodist 
class meetings (Garlow, Partners 72-73; ItLaitylt 191-201). Garlow 
concludes that Wesley's concept of the laity, as understood by his use 
of lay preachers, parallels much of the interest in the ministry of the 
laity which is taking place today (Garlow, "Laity" 235-240). 
American Protestantism. There is no question that in American 
Protestantism, the role of the laity has received much greater emphasis. 
Grimes points to two socia-cultural factors influencing this. One was 
the realities of frontier life, which necessitated initiative on the 
part of laity due to the infrequency of clergy visits. The second was 
the establishment of the separation of church and state as a matter of 
principle in the Bill of Rights. This led to an entirely voluntary 
church, making it completely dependent on the laity for financial 
support (Grimes 56). 
Even so, the distinctions of clergy and laity have persisted in 
American Protestantism. In a majority of churches there continues a 
perception that the spiritual responsibility and roles of clergy gives 
them an elevated status. 
Survey of Modern Literature on the 
Theology of the Laity 
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Writings devoted specifically to the issue of the laity begin in 
the early 1950's. This discussion divides the literature concerning the 
laity into four areas. The first reviews the earlier works, beginning 
with Congar and Kraemer followed by representative writings from the 
early 1960's. In the mid 1960's the literature concerning the laity 
becomes much more prolific and varied in nature. Because of this, the 
balance of the literature on the laity is grouped into three categories. 
This first is called "biblical\theological." These works build on much 
of the earlier work to further expound a theology of the laity. The 
second group could be considered "radical\revolutionary." These works 
usually suggest the need for a significant restructuring on the part of 
the church. Some even go so far as to eliminate the present 
understanding of the church altogether. The last is the 
"traditional\practical works." These endeavor to fit an understanding 
of the laity into the present ecclesiastical structure or provide 
practical ways of implementing a fuller understanding of the laity in 
the actual organization and ministry of the church. Since the 
distinctions between these categories are not always definite, some 
arbitrary categorizing of the literature has occurred. 
Earlier Writings on the Laity (before 1965). Much of the early 
theological work regarding the laity found its impetus from an emphasis 
on laity in the ecumenical movement of the late 1940's and early 1950's. 
The World Council of Churches sponsored research in preparation for 
Section VI, "The Laity! the Christian in His Voc-ation tl , of the Second 
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Assembly at Evanston in 1954. In this meeting the Assembly decided to 
create "The Department of the Laity." (Kraemer 44) Though, according to 
Kraemer (44), the report was not all that "striking," this interest has 
served as a springboard from which much other important work on the 
laity has been launched. 
In 1953, the French edition of Yves Congar's Lay People in the 
Church introduced new thought on the Laity from a Roman Catholic 
perspective. This rather large work provides an excellent analysis of 
the historical and traditional roles of the laity. Though Congar 
remains consistent with a Catholic view of the Church, his work 
emphasizes the role of the laity in a fresh manner. Of special interest 
for this study is his contention that a theology of the laity is 
integral to the whole subject of ecclesiology (xxvii). 
Hendrik Kraemer's small book, A Theology of the Laity, written in 
the late 1950's, has become a baseline work for much of what has 
followed on the subject of the laity. After examining the contemporary 
renewal of interest in the laity (17-47) and surveying the historical 
movements regarding the "hierarchical-ecclesiastical" line of the 
clergy/laity relationship (48-73), he moves toward developing a theology 
of the laity. Kraemer agrees with Congar that a theology of the laity 
must not be viewed simply as an "appendix to existing ecclesiologies, 
but as an organic part of a total ecclesiology" (90-91). Kraemer 
understands that the laity includes the whole church membership, 
including clergy as well as everybody else. The laity includes "all the 
categories under which the membership of -t:;he Church can be distributed" 
(101). His theology of the laity is based on three principles. The 
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first is that "the Church exists for the world" (130). By this he means 
that the purpose of the church is to carry the divine image to the world 
and is not to be church centered (130). The second principle is that 
"the Church is mission," as opposed to the church "having" a mission 
(132). The implication of this is that the laity is "the proper 
missionary body of the Church" not just the support or sending 
organization (135). 
The third principle becomes Kraemer's main thesis, which is that 
"the Church is Ministry" (136). "All Christians are diakonio, 
ministers, called to a ministry" (139). The basis of this principle is 
found in the person of Christ who is the Suffering Diakonos (Suffering 
Servant). From this "it becomes very evident that the laity, living in 
the world as an integral part of it, is the primary body, through which 
the reality of the phrase: the church is diakonia, is ministry, has to 
be manifested in all spheres of secular life" (149). The theological 
concept that the church is ministry is a theme that finds its way 
throughout most of the literature on the laity which follows. 
Following Kraemer and into the early 1960's a number of 
influential books were printed dealing specifically with the subject of 
the laity. Six of these works, all printed in 1962, are surveyed. 
Georgia Harkness, in The Church and Its Li'tit:'{ (1962), provides a 
strong historical analysis of the role of the laity in the church. The 
author is especially interested in defending the ecumenical movement as 
it existed in the early 1960's. The discussion of how the church should 
respond to its laity exhibits a general reluctance to move very far from 
the traditional roles for the laity. Though interested in increasing 
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participation of the laity in worship and service, the traditional 
clergy/laity roles are strongly defended. 
Howard Grimes, The Rebirth of the Laity (1962), provides a 
biblical and historical background for an understanding of the laity. 
Written from a Methodist perspective, he begins with "The Gathered 
Church" in which exists the various ministerial roles for the laity 
within the organized church. He then moves to "The Laity in Dispersion" 
where various service and witness ministries of the laity are 
experienced outside the church. Grimes' concern is for "renewal" in the 
church, with includes involvement of the laity in fellowship (koinonia), 
study, and action. The "rebirth" of the laity is both a reality of 
something that is happening and something that must be nurtured if its 
full potential is to be reached. To make this happen, Grimes believes 
there must be commitment, reconciliation, discipline, and a recovery of 
mission by the church. 
Allen D. Kelly is the author of The PeoRle of God, A Study in the 
Doctrine of the Laity (1962). He first establishes the principle that 
the laity is the church, not to be understood in contrast to the clergy, 
nor as simply a part of the church. He then examines the relationship 
of laity (the church) with the world. Included in his discussion is the 
belief that the laity recover the idea that their vocation is a calling 
or mission. "The church or the laity cannot be the church in the 'world 
of the church,' so also the laity cannot be the laos merely by living in 
the 'world of the world.' Neither God's world nor his church can be cut 
apart in that way; the laos is in the church of both worlds" (56). He 
describes the clergy and other ministerial professionals as "the other 
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laity" who are to fulfill a special functional role in the church as 
mission. His last chapter examines the role of women in the church, 
suggesting an expanded and elevated place for women in the ministry. 
In The Ministry of the Laity (1962), Francis Ayres provides a more 
popularized discussion of the laity. Addressed primarily to the laity, 
the book argues that laypeople are ministers who are called, freed, 
sent, and enabled to do ministry. The second part of the book describes 
the qualities of a Christian style of life which is characteristic of a 
Christian in ministry. These include affirmation, awareness, 
responsibility, sharing Christ's sufferings, and secret discipline. 
Ayres' book is significant because it provides a biblical apology for 
the idea that the laity should view themselves as ministers and then 
actually fulfill that role. 
In The Priesthood of All Believers (1962), Cyril Eastwood traces 
Luther's doctrine of the universal priesthood of all believers from 
Reformation times to modern times. The works of other reformers, 
including Calvin, the Swiss reformers, Wesley and the Puritan tradition, 
are also discussed. Eastwood's conviction is that the doctrine of the 
priesthood of all believers needs to be "taken out of the slogan 
category and set in its true context as an essential and determinative 
element in the theology of the church" (ix). 
The last book to be noted from the early sixties is a World 
Council of Churches publication entitled The Layman in Christian History 
(1962) (Neill and Weber). Though issues concerning the relationship of 
the clergy with the laity are addressed, the book is primarily 
interested in showing the involvement and contribution laity have made 
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throughout the history of the church. A genuine appreciation is gained 
for what laypersons have done, even though they have been excluded in 
the church's hierarchical structure. 
Biblical\Theological Works. From the mid 1960's until the 
present, numerous authors have continued formulating a biblical and 
theological understanding for the role of the laity. This survey will 
examine some of these, with special interest on how they might inform a 
ministry of lay pastoral care. 
Anglican John Stott has made a significant contribution to the 
study of the laity in his small book One People (1968). In it he 
describes the biblical role of the laity in the church. His discussion 
focuses first on the church as the ecclesia which is the Christian 
assembly "called out of the world to be His (God's)" (16). He points 
out that this includes the "whole church, without distinction or 
partiality" (17). "In brief, God's people are intended to be a 
worshiping and witnessing community. And both of these duties belong to 
the whole Church as the Church. The clergy cannot monopolize them; nor 
can the laity escape them. Neither clergy nor laity can delegate them 
to the other; there is no possibility of worship or witness by proxy" 
(25) • 
Stott evaluates various relationships between clergy and laity in 
the chapter on "The Christian Ministry (Diakonia)." He describes three 
erroneous views of the relationship. The first is clericalism, or the 
domination of the laity by the clergy. The second is anti-clericalism, 
which considers the clergy to be either evil or unnecessary. The third 
is dualism in which the clergy and laity view themselves as separate and 
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somewhat competing entities in the church. The proper view of the 
relationship, according to Stott, is based on the principle that the 
whole church is to participate in diakonia (service). The clergy's 
relationship to the laity is to serve the needs of the laity through 
ministries of enablement and equipping (43-47). This becomes a strong 
biblical and theological basis upon which the church can understand the 
proper role between the clergy and laity. 
Oscar E. Feucht's Everyone a Minister (1974) is an effort to 
recover his Lutheran heritage from which the concept of "the priesthood 
of all believers" has its roots. He builds a strong historical, 
biblical and theological basis for the concept that Christians are to be 
priests to each other. He goes on to propose a practical basis upon 
which laity can formulate a personal understanding of ministry as 
vocation which involves all aspects of one's life. 
Another Anglican, Norman Pittenger, has written The Ministry of 
all Christians, A Theology of Lay Ministry (1983). He makes a clear 
distinction between ministry based on function and that on status. He 
believes the church has many ministries of differing functions, which 
includes the ordained ministry, but that these do not reflect a 
distinction of status. The real ministry of the church happens in the 
living out of the Christian faith in human life. Functional ministries 
of the church also include celebration through worship, preaching and 
teaching, study and learning, and shepherding Christ's flock. The 
various roles of clergy and laity should not be construed to imply that 
one is more essential than the other, but that all are necessary to the 
carrying out of the church's mission. 
• 
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Though quite practical in its application, Larry Richards' book, 
Empowering the People of God (1988) provides some of the strongest 
biblical and theological foundations upon which to understand the laity. 
Beginning with the principle that "each Christian finds his identity in 
the fact that now, in Christ, he has become one of the people of God" 
(14), Richards builds his case that God's people are to be empowered for 
ministry. "There can be no higher calling than that of bearing Jesus 
about in our mortal bodies to express His continuing presence in the 
world. Distinctions between 'clergy' and 'laity' become totally 
meaningless when every Christian realizes he is stamped with the 
presence of the Lord" (41). Empowerment of the people of God is 
experienced when leaders of the church, Itas servants of God," serve to 
"guide others into the exercise of their gifts so that the whole body 
might grow" (122). 
A more mainline and traditional approach is found in William 
McElvaney's The People of God in Ministry (1981). This book points out 
the practical distinctions that necessarily exist between clergy and 
laity and the unique expectations placed on the clergy. He says, "in 
the language of practical experience, however, it is important for the 
ordained minister to make his or her peace with an inevitable 
differential in the covenant community. That it necessarily is this 
way. And the sooner we can accept it, the sooner we can cease a 
fruitless anger with all of its frustrations and begin to cope 
creatively with the reality at hand lt (36-37). He sees the practical 
differences between the ordained clergy and the laity to include three 
areas. One is that the clergy will hold the priority of the church in 
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relation to everything else higher than a good percentage of church 
members (38). The second is to recognize that the "clergy serve the 
world primarily through the church's ministry of Word, sacrament, and 
order. The laity serve the world through the church's ministry of 
multidimensional presence in the arenas of public life" (38). The last 
is the recognition that a differential exists in the expectation to live 
lives of holiness. "From an ecclesiastical viewpoint ethical behavior 
for a lay person is likely to be regarded as a personal matter whereas 
clergy ethical behavior is more likely to be seen as a professional 
issue related to accountability to an office or function of the church" 
(40). He goes on to describe how the clergy and laity, understanding 
these practical differences, cooperate to accomplish the functions of 
the church as "listening, learning, loving, liberating, and leavening" 
(109-171). 
A rather vivid contrast to McElvaney is Greg Ogden's The New 
Reformation (1990). Writing from within the Reformed tradition, he 
challenges the traditional concept of the church as institution. In 
evaluating the church from the Reformation to the present, he suggests 
that the church has become entrapped by the institution. In order for 
the ministry to be returned to the people of God, a new model for 
understanding the church must be adopted. He suggests that the church 
is an organism rather than an organization, based on the metaphor of the 
church as the body of Christ. Ministry has its source from the bottom 
up, shaped by the gifts and callings distributed by the Holy Spirit to 
the whole body of Christ. All ministry is lay ministry. The church is 
"one people, with one ministry" (45). 
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Ogden then proposes four rather radical ideas. (Perhaps he is so 
radical that this work could be placed in that category.) The first is 
that the church should focus on "organism ministry," not ordained 
ministry. Ministry belongs to the body, not the clergy. The terms 
"clergy" and "ordained clergy" are inappropriate when discussing 
ministry and a change from positional terms to functional terms is 
needed (73-74). The second is that the church has a gifted people 
rather than a gifted pastor. Rather than having a pastor who is 
expected to be able to do it all, the church should view itself as 
gifted for ministry (74). The third refers to a sacramental people, not 
a sacramental pastor. By this Ogden means that the presence of Christ 
is experienced through the presence of the people, not just through the 
presence of the pastor. Lastly, he suggests a community meal, not a 
clergy meal. He challenges the role of the pastor as the only one who 
can officiate at the table. The Lord's supper is a community meal, not 
the possession of a special group of individuals (79-82). 
Even though McElvaney and Ogden both see the need for improving 
the role of laity in ministry, they represent contrasting approaches. 
McElvaney believes in maintaining the traditional clergy/laity 
distinctions and even goes so far as to emphasize the differences in the 
roles. Ogden is more interested in eliminating completely the concept 
of an ordained clergy. Though there is much in Ogden's approach that is 
appealing from a theoretical perspective, to attempt to apply his 
proposals would, in most situations, be met with overwhelming 
resistance. McElvaney's practical insights on how clergy and laity 
roles are both necessary and different serve as an essential balance to 
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Ogden's sweeping reformations. 
Radical\Revolutionary Works. A writer who has had an important 
influence on the thinking of the laity is Elton Trueblood. This is not 
surprising, considering his Quaker tradition, which emphasizes the role 
of the laity in the church. Though many of his books relate to the 
subject, two are considered here. The first is one entitled Your Other 
Vocation (1952), written before much of the literature on the laity had 
been written. Trueblood's work is included in this category, not 
because he is radical in a liberal sense, but because much of his 
language and concepts are revolutionary. He proposes that the church 
needs radical change (28) in order that "in the average church we should 
suddenly take seriously the notion that every lay member, man or woman, 
is really a minister of Christ l1 (29). In the second chapter of the book 
he writes of "The Revolt of the Layman" and describes the movement 
taking place. Trueblood maintains that Christian laity need to have an 
understanding of vocation, which he calls "the ministry of work l1 (57). 
By this, he means that the laity should have a sense of calling to what 
they do and understand that their work in the world can be and should be 
considered ministry. He also emphasizes the importance of the 
recovering and prioritizing family life (80-105). In order for this to 
happen, Trueblood is convinced that there must be an emphasis on the 
education of the laity for ministry and life. The last chapter of this 
book gives practical suggestions on how this education and study may be 
accomplished (105-125). 
Approximately fifteen years after this first book, Trueblood 
published another book on the ministry of the laity. The Ince~diary 
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Fellowship (1967) addresses the problems of an uncommitted and untrained 
laity. He suggests that a practical starting point for a renewed 
ministry of the laity is for local churches to take seriously the 
training and educating of adults (34). The role of the pastor should 
primarily be as a teacher/professor who enables laypeople to be what 
they should be. He envisions the church as a place where the fellowship 
of the church is "incendiary," and will catch fire in the lives of other 
people (100). 
In the mid-nineteen-sixties, J.A.T. Robinson responded to the 
troubling culture of Western society with a book entitled, The New 
Reformation? (1965). Though not a book specifically about the issue of 
the laity in the church, Robinson suggests that there is need for a 
completely new kind of theology, which he calls "lay theology." Lay 
theology is not a theology which deals with the laity or its ministry, 
but rather a theology that has its source from the laity. For theology 
to meet the needs of this day, a "new reformation" is in order, which 
springs from the mind and experience of an informed and competent laity. 
Mark Gibbs and T. Ralph Morton have combined to write two books 
that address the issue of the laity. The first is God's Frozen People 
(1965), which is a strong expression of the failure of the institutional 
church to include and utilize its laity in ministry. They provide an 
excellent analysis of the contemporary church which has developed a 
clergy-centered ministry unique to this era. Not only has the clergy 
maintained responsibility for the preaching and sacramental ministry of 
the church, it has now become the organizational director of all that 
happens in the church (49-50). While most churches seek to involve the 
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laity in ministry, the clergy remain responsible for the administration 
and supervision of all that happens in the church. Gibbs and Morton 
contend that this practice is unacceptable, not only theologically, but 
also practically. Clergy are bewildered with responsibilities that go 
beyond their capabilities, and laymen are frustrated over not being able 
to fully utilize gifts and opportunities for ministry (60). The 
solution, the authors suggest, is to broaden the idea of ministry for 
the laity to include vocation and social activism (61-105). Involvement 
in ministry moves from simply getting laypeople to participate in the 
local church's own ministry to training and equipping laity for ministry 
beyond the church (124). 
In their second book, God's Lively People (1971), Gibbs and Morton 
focus more on educating the laity. Here they provide a critique on 
laity education which is so often irrelevant to the needs of Christians. 
Both of these books contain somewhat radical conclusions of what a "true 
Christian" is and what is needed in lay education. They generally 
dismiss the traditional ministries of the church in favor of social 
activism as the appropriate emphasis of Christian ministry, 
A rather disturbing, yet challenging book is that af Carlyle 
Marney, Priests to Each Other (1974). Whilo disputing many of the 
. 
traditional concepts of the church :lnd Christianity, Marney focuses on 
the responsibility of ChriRtians to be priests to each other. This 
involves not m~r'ely the acceptance of an ecclesiastical creed, but 
rather a geYluine faith expressed and lived out in the tensions of this 
world (45). Though many will find the style and theology of this book 
extremely liberal, the principle that the laity are responsible to 
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represent Jesus Christ to each other is valid. Marney, however, takes 
the principle one step further. Not only is a Christian to be a priest 
to someone else, one must also recognize the need to have a priest 
through relationships with other persons (83). 
Another book from a more liberal viewpoint is Ministry of the 
Laity (1986) by James D. Anderson and Ezra Earl Jones. The authors 
begin by criticizing the practical outcomes of the renewed interest in 
lay ministry. The result, they say, is that the "enthusiasm and 
interest of thirty years of exploration and study have been channeled 
illto a source of motivation for increasing the financial and \'oluntary 
contribution the laity make to the church (xxv). The authors believe 
the ministry of the laity has little or nothing to do with what happens 
in the church, but what the laity does in the world. They have little 
use for the institutional structures of the church which keep the laity 
dependent upon the clergy for opportunities for ministry involvement. 
These radical/reforming treatments of the roles of laity and 
clergy should inform a theology of lay pastoral care. However, to be 
effective, a ministry of lay pastoral care does need to retain some 
traditional concepts. The ministry of the laity should not exclude the 
church as an organized body. Granted the ministry of the laity goes far 
beyond the traditional ministries within the church, there is a place 
for lay ministry within the structures of the church. Also, in a lay 
pastoral care ministry the clergy still playa specialized role. Though 
ministry does belong to the church, Stott is right to suggest that an 
attitude of anti-clericalism goes too far. It is possible to have a 
biblically and theologically sound theology of the laity which continues 
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to maintain a distinct role for the pastor. 
Traditional\Practical Works. A vast number of books have been 
published which apply the insights of the renewed emphasis on the laity 
to practical expressions of ministry. Included here is a sample of some 
of the more significant of these. 
One of the earliest is by Ray Stedman, entitled Body Life (1972). 
Rather innovative for its time, Stedman presented a vision of the 
ministry which genuinely involved the laity in all the activities of the 
church. By providing a participatory style of worship with an approach 
to the church functioning as a body, Stedman's work became a touchstone 
for many of the lay ministries which were to follow. 
James L. Garlow's book entitled, Partners in Ministry (1981), is 
intended to be used as a study book in the local church. It provides an 
easily understood biblical, historical, and theological basis for lay 
ministry. In addition to this, Garlow has developed the Lay Institute 
to EquiR which includes both a student and teacher's manual. This study 
was to be "a school of lay ministry designed to assist pastors and 
laypersons to become 'partners in ministry'" (inside cover). 
R. Paul Stevens has also provided some very practical books for 
lay ministry. Liberating the Laity (1985), his earlier work, lays a 
theological foundation for equipping the laity based on the concept of 
vocation and "the ministry of work" (75). In addition he builds on the 
idea that mission takes place where the layperson lives. The book goes 
on to provide practical advice for equipping the laity for ministry. 
His second book, Equipper's Guide to Every-Member Ministry (1992) takes 
an even more practical approach, making eight suggestions on how lay 
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people can be involved in ministry. Included is a chapter on lay 
pastors and caregivers (55-74). 
The last of the practical books considered in this section is 
Frank Tillapaugh's, Unleashing the Church (1982). This book teaches an 
approach to ministry which promotes freedom for creativity and 
initiative by the laity. Rather than tell people what and how they 
should do ministry, Tillapaugh believes the role of leadership is to 
liberate people to find their own ministries and provide opportunities 
and support for fulfillment. 
Not included in this section are books which deal with lay care-
giving ministry in particular. These are discussed in the following 
chapter. 
Biblical Concepts Informing 
a Theology of the Laity 
This section provides the biblical foundations upon which a 
theology of the laity is formed. Since any theological formulation 
should arise out of some biblical exegesis, this study is critical. 
Laos and Kleros. It is appropriate to begin with a consideration 
of the two terms that are most at issue in this discussion, laity and 
clergy, even though these terms do not provide the ultimate foundation 
upon which a theology of the laity rests. 
Laikos, the term for laity in Greek, is not found in the New 
Testament. In other literature it means "belonging to the people" or 
"common" (Arndt and Gingrich 463). Its original meaning is "belonging 
to the laos." (Kraemer 49). However, the word, laos, which literally 
means, "people" (Arndt and Gingrich 468), is a very common New Testament 
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word. Its use is informative to this discussion. 
H. Strathmann points to four basic usages of the term in the New 
Testament. One is the "popular" meaning, when it is used in the sense 
of "nation" or "crowd, population, and people," with "no implication of 
one national union distinct from another." The second is the "national" 
meaning in which laos is used in opposition to the ethnos or gentiles. 
The third is the "specific" meaning in which the term is used in 
reference to the nation of Israel. The last, and most important for 
this discussion, is the "figurative" meaning in which laos is used in 
reference to the Christian community. Here, "the Cht'istian community 
continually takes the place of Israel as the laos" (Kittel, Vol. IV 50-
57) . 
Laos, therefore, has the general meaning of the "new people of 
God" which is to be distinguished from "the people of Old Israel and the 
peoples in general" (Kelly 17). In reference to Christians, it is never 
used in contrast to church leaders (Arndt and Gingrich 468). Instead, 
it is a reference to the whole people of God, which includes the church 
as a whole. 
Also of interest is the New Testament use of the word for clergy, 
kleros. Its literal meaning is IIlot" as in "casting of lots," as used 
in Matthew 27:35. It can also refer to "that which is assigned by lot, 
portion, share ll as in Acts 1:17 and Colossians 1:12 (Arndt and Gingrich 
436). In 1 Peter 5:3, however, the term denotes the church as a whole, 
that is lithe various parts of the congregation which have been assigned 
as 'portions' to the individual presbyters or shepherds" (Arndt and 
Gingrich 436). As Kraemer observes, when the word, kleros, is used in 
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reference to the church, it refers to those who share in the inheritance 
(kleros) of God's gift of redemption and glory (51). 
It is significant to note, therefore, that the terms laos and 
kleros actually refer to the same people, which is the church as a whole 
(Garlow 54). The difficulty is that both of these words have lost their 
original and biblical meanings in their common usage today. The word 
"lay" has been entirely secularized to mean "unqualified to speak or 
judge in various fields of knowledge and science" (Kraemer 49). Kleros 
has come to refer to a distinctive status of church work as well as to 
"clerical," which is even further removed from its original meaning. 
It is important to note, however, that the biblical concepts of 
laos and klero§ do ]lOt necessarily define the proper roles of lay and 
clergy in the church today, To discover a biblical view of the 
relationships between various roles and functions in the Church it is 
necessary to examine other biblical evidence. 
Laity As the Whole Memb~rship of the Church. It has already been 
established that the original terms for laity (laos) and clergy 
(kleros), when used in reference to Christians or the church, are 
inclusive rather than exclusive terms. All of the church is included, 
and no distinctions are made which would suggest that some part of the 
church is included and another is excluded. It now remains to examine 
the biblical concept of the church more thoroughly to discover whether 
any such distinctions are appropriate. 
The term usually translated church is ecclesia, which generally 
means, "assembly, as a regularly summoned political body" (Arndt and 
Gingrich 240). When referring to the Christian church or congregation, 
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it includes such meanings as "a church meeting," "the church or 
congregation as the totality of Christians living in one place," and 
"the church universal, to which all believers belong" (Arndt and 
Gingrich 240). Nowhere in the New Testament is ecclesia used to refer 
to the leadership of the church. The church always included all the 
believers, either locally or universally (Arndt and Gingrich 240). 
Stott points out that the New Testament uses many metaphors to 
describe the church. One group of metaphors includes the church as His 
bride,the church as His vineyard, and the church as His flock. Each of 
these metaphors stresses the divine initiative of God in relationship to 
His people. When Jesus applies them to Himself, the relationship 
between divine and human becomes even more personal (Stott 21-22). In 
none of these is the metaphor applied to a certain part of the church 
and not another. 
A second group of metaphors, Stott says, have a further 
significance for the laity. In referring to the church as His kingdom, 
His household or family, His building, and His body, the importance of 
the relationship of Christ with the church is again noted. In addition, 
these metaphors point to the mutuality of the relationships in the 
church where there is interpersonal responsibility for one another 
(Stott 22-23). 
The phrase, body of Christ, deserves special consideration. 
Grimes points out that the church is "a corporate reality, a group of 
people, a body or a family, a whole people" (34). He notes Paul's words 
in 1 Corinthians 12:27, "Now you are the body of Christ, and each one of 
you is a part of it" (NIV). In other words, the church is first a whole 
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body, and then individuals (Grimes 34). 
Ogden takes the implications of the body of Christ metaphor 
further. He concludes that the church is an organism rather than an 
organization and uses Ephesians 1:22-23 to suggest that the relationship 
of Christ to the church is crucial. "The church is the container, and 
Jesus is the one who fills it with his life" (33). Reference to the 
church as body illustrates the relationship of members with one another. 
Thus, he concludes that "we belong to each other," "we need each other," 
and "we affect each other" (Ogden 34-40). 
Ogden notes that a proper understanding of this interrelationship 
will avoid two errors among members of the body. Attitudes of 
inferiority and superiority are both corrected by an understanding of an 
"interreliance within the body in which there is the recognition that 
none of us is complete in and of ourself" (Ogden 40). 
The concept of the whole church is strengthened also by a clear 
understanding of what is meant by koinonia or fellowship in the church. 
Stott lists three truths taught in the New Testament idea of koinonia. 
One is the "common inheritance" Christians share in Christ. Another is 
the "cooperative service" which Christians share in ministry. The last 
is the "reciprocal responsibility" Christians understand themselves to 
have for one another (Stott 81). The church is the whole church and the 
privileges and responsibilities for ministry and support are shared by 
the church as a whole. 
The Universal Priesthood of All Believers. Two New Testament 
passages make reference to the priesthood of all believers. 1 Peter 2:9 
says, tlBut you are a chosen people, a royal priesthood, a holy nation, a 
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people belonging to God, that you may declare the praises of him who 
called you out of darkness into his wonderful light" (NIV). Revelation 
1:5d-6 refers to the work of Christ who "loves us and has freed us from 
our sins by his blood, and has made us to be a kingdom and priests to 
serve His God and Father ... " (NIV). In each of these the reference to 
priests is clearly not to a select group within the church, but a 
description of all Christians in their role as the priesthood of all 
believers (Feucht 40). 
It is common to interpret this phrase in an individualistic way 
suggesting that the priesthood of all believers refers to the privilege 
of all Christians to serve as their own priests. This, however, misses 
two very important points. As Kelly points out, the real significance 
of the phrase is that Christians are responsible to serve as ministers 
(priests) for one another and for the world (Kelly 75). In addition, 
the term "priesthood" refers to the church as a whole, not individual 
Christians. Understood as such, the priesthood is the responsibility of 
the church as a whole, with impl ications similar to the "body" metaphor 
which emphasizes the church functioning as an integrated whole, not as 
independent parts. 
Ministries of Function, Not Status. Stott points out that the 
emphasis of the New Testament is not with the status of the clergy, or 
even with clergy/laity relations, but with the whole church and its 
relationship to Christ and one another (20). Since the New Testament 
concept of the church is a holistic one, what can be made of those 
references to particular forms of leadership? It is clear that the 
emphasis is on ministries of function rather than on positions of status 
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within the church (Pittenger 9-10). 
The best example of this is what Garlow calls Paul's "five 
preparatory ministries" listed in Ephesians 4:11-12 (Partners 12). It 
has been frequently pointed out that the addition of a comma found in 
the KJV and some other versions in verse 12 alters the meaning to 
suggest that the "work of ministry" belongs to the apostles, prophets, 
evangelists, pastors and teacher. (Garlow, Partners 13). Most modern 
translations read similar to the NIV, "It was he (God) who gave some to 
be apostles, some to be prophets, some to be evangelists, and some to be 
pastors and teachers, to prepare God's people for works of service, so 
that the body of Christ may be built up." Understood in this way, those 
who are given these unique roles are not themselves responsible to do 
the work of ministry, but to enable or equip the church (laity) for that 
work. As stott points out, the role of the clergy is to be a minister 
to the laity, rather than the other way around (Stott 44) . 
• 
The same message is taught by Paul in Romans 12:4-8 where he 
emphasizes both the unity of the body and the multiplicity of its parts. 
Each of the parts belongs to each other, with the variety of gifts 
intended to serve the needs of the entire body, not the individuals. 
These gifts, as well as those listed in 1 Corinthians 12 are all 
functional, not positional. Possession of a particular gift or the lack 
of a gift is not to be interpreted to indicate status in the church. 
• The same can be said of Paul's use of the terms episkopos 
(overseers or bishops), diakonos (deacons), and presbuteroi (elders) in 
1 and 2 Timothy. Though Paul names special qualifications for these 
persons, the emphasis regarding the office is on the function and 
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responsibilities to be fulfilled, not a position of status or privilege 
(Faivre 10). These persons are viewed as a part of the church as a 
whole, not as ones separate from it. 
A Theology of the Laity in the 
Context of Ecclesiology 
Since the biblical concept of the laity includes the whole church, 
an accurate understanding of the laity includes what is commonly 
considered both lay and clergy. Because of this, Kraemer contends that 
a theology of the laity is possible only as an Itorganic part" of a total 
ecclesiology (90). This discussion focuses on two important issues that 
inform our practical conclusions. The first is that church's essential 
nature is ministry. The second is the idea of vocation in relation to 
the laity. 
The Church is Ministry. Kraemer names three essential qualities 
of the church. First, "the church exists for the world." The church's 
purpose is to be in the world with the intent of impacting it in the 
name of Christ (130-131). Second, "the church is mission" as opposed to 
the church having a mission. The church's work as mission includes the 
"being" of the church as well as its "calling" and applies to the whole 
church and all its members, not just a representative group. The 
mission of the church is not just for the clergy or missionary 
representatives, but also belongs to the laity (131-135). Third, and 
most important for this discussion, "the church is ministry." 
By saying that the church is ministry, one is thus declaring that 
the church, including the laity, "is what it does" (Kelly 33). The 
critical term here is diakonia, which means ministry or service. This 
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is the true spirit and pattern of the church which has as its example 
and motivation the work of Jesus Christ Himself (Kraemer 147). The 
church is not an organization which decides whether and how it will 
serve. The church, by its very nature and relationship with Christ, 
exists to serve and without service to the world, it has no being or 
existence (Ayres 31). 
This obviously implies that service or ministry involves every 
member of the church. There is no such thing as ministers and non-
ministers in the church. Since the church as a whole is ministry, then 
every person who is a part of the church is involved in ministry. 
Ministry is not for a specialized group of ordained or set-apart 
persons. Instead, the ministry of the laity is an integral part of all 
that the church is and does (Kraemer 160). "All members of the ekklesia 
have in principle the same calling, responsibility and dignity, have 
their part in the apostolic and ministerial nature and calling of the 
Church" (Kraemer 160). 
Ministry and Vocation. The idea that the church is ministry has 
significance for the individual through an understanding of Christian 
, 
vocation. It is not unusual for those involved in ordained ministry to 
refer to having a sense of calling for their area of service. Vocation 
is the idea that God calls His people to many kinds of activities and 
occupations, including what are often thought of as secular tasks 
(Trueblood, Vocation 58). 
- \. 
, 
This concept of vocation and calling can be taken even further. 
\, 
Since all Christians are called, the only difference b tween the clergy 
and non-clergy is in the role or function played in ministry. There is 
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no other difference, because each Christian discovers identity through a 
relationship with Christ and having become one of the people of God 
(Richards 14). The Christian vocation is to serve God in all of life, 
but this applies especially to one's occupation since it is in that area 
of life that one spends the most time (Grimes 95). 
Garlow points out that the Christian understands there to be a 
difference between a vocation and an occupation. 
Vocation is the call to be the servant of God in whatever 
work or occupation one is engaged. Occupation is the 
specific trade or profession in which one works. In other 
words, it is quite possible for one's occupation to change. 
But in the midst of that, the vocation calling is not 
altered. Vocation is a call to ministry regardless of what 
one's occupation may be. (Partners 51) 
With this understanding of vocation all Christians can have a 
sense of having been called by God. This call is not to be taken 
lightly, for it has come at a price to God, who has provided redemption. 
To have a sense of calling, however, provides the Christian with a sense 
of divine purpose in service. No matter what earthly occupation the 
Christian may have, there is a knowledge that one is fulfilling God's 
plan and not one's own (Ayres 35-36). 
Practical Implications for 
Laity in Ministry 
The above discussion leads to an elevated conception of the role 
of laity in the church. As Stott has said, "There are many of us in the 
Church, both clergy and laity, who need to perform a complete mental 
somersault. It is not the clergyman who is the really important person 
and the layman a rather inferior brand of churchman, but the other way 
round" (Stott 46). Even though it is obvious that there is a difference 
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in function between the clergy and laity, it is also necessary to 
understand that there is no difference in status (Ayres 38). The 
implications of this necessitate consideration of two issues. 
The first implication concerns who is responsible for ministry. 
If the church is ministry, and the laity is the church, then all the 
ministries of the church are the responsibility of the whole church. 
This particular concept will be developed further in the section on 
pastoral care. 
The second implication relates to the specific functions laity 
and clergy are to serve in the church. If it is agreed that the 
responsibility for ministry lies with the church as a whole, then what 
function does the clergy rightly perform in fulfilling ministry? This 
question demands further attention. 
Options for Clergy/Laity Relationship, Variations of the 
clergy/laity relationship continue to exist in the church world today. 
These may be summed up into four different views. 
The first may be called clericalism (Stott 42). In this the 
clergy continues to have dominance over the laity. The essence of the 
church is thought to rest primarily in the ordained ministry, either in 
actuality or in practice (Grimes 67). This continues to be the approach 
of Roman Catholicism, many Anglicans, much of mainline Protestantism, 
and, to some degree, Eastern Orthodoxy. 
The second is what Stott calls anti-clericalism, in which the 
clergy is considered to be completely unneeded and even disparaged (42). 
As found in many of the "free churches," such as the Society of Friends, 
there is no set-apart ministry. They emphasize the whole body in Christ 
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and have no concern for office or position (Grimes 70). 
A third has been called dualism, in which clergy and laity 
participate in a type of "turf" warfare (Stott 42). Both are v iewed as 
important and necessary, but the clergy often become concerned about 
protecting their position of importance. As a result they look to the 
laity as a source to help them better fulfill their responsibilities 
(Stott 42). 
The proper view of the roles of clergy and laity, according to 
Stott, is summed up in the term, service (42). While it is understood 
that the ministry of the church is contained in this word, it especially 
defines the role of the clergy in relation to the laity. The clergy are 
to serve the laity, working to equip and enable them to be what they are 
intended to be (Stott 42). It is the clergy who belong to the laity, 
rather than the laity who belong to the clergy. The clergy function as 
servants of the laity, following the example of Jesus in service to His 
disciples (Stott 47). 
Different Functions, Equal Status. The proposal that there are 
distinct functions which are proper for the clergy should not be 
interpreted to mean these functions are more important or necessary than 
those of the laity. They are actually interdependent. Only as the 
laity fulfills its role in ministry does the function of the clergy have 
any real completion (Ayres 3B). 
Grimes uses the word, "representative", to refer to the 
recognition that the clergy have been granted gifts and freedom to do 
some things that other ministers of the church cannot do. This does not 
remove them from the laity, but only frees them to act in some special 
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capacities for the whole church (Grimes 71-72). To be ordained is to 
have the privilege of serving as an enabler for the priesthood of the 
church, which ensures that what is done through the community is done 
effectively and in an orderly manner (Pittenger 9). 
What then may be considered the unique functions of the ordained 
ministry? Grimes lists three. The first is to fulfill those 
responsibilities which are usually considered those of the ordained, 
particularly the sacraments of communion and baptism (Grimes 82). Ogden 
suggests that this distinction should be dropped altogether (75-77) but 
it is doubtful that such a position would be readily received in most 
traditions. 
The second type of work which is proper for the ordained is that 
for which their specialized training has better prepared them (Grimes 
83). The clergy are often best equipped for certain tasks, such as 
administration of the church, counseling, preaching and teaching. The 
danger is that the clergy might begin to think they are the only ones 
who are capable of doing these things, and either fail to delegate when 
appropriate, or try to do more themselves than can realistically be 
accomplished. 
The last special responsibility of the clergy is to prepare and 
equip the congregation for ministry (Grimes 84). It is this role that 
the following section examines more closely. 
The Pastor as Equipper ' In this section the term pastor will be 
substituted for clergy. Stott observes that in the combination of 
"pastors and teachers" Christian ministers best fulfill their 
responsibilities in ministry (Stott 45). This is not to suggest, 
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however, that other clergy roles are excluded from the responsibility to 
be equippers. 
Pastors serve a special role in the church since they are called 
upon to serve as the shepherds of God's flock. Even though they 
themselves are sheep, they have a distinctive call to be shepherds 
(Stott 45). According to Stott, the main responsibility of the pastor 
is to teach, "for the chief duty of the shepherd is to feed or pasture 
his sheep. The ordained ministry is fundamentally a teaching ministry" 
( 45) . 
Elton Trueblood has suggested that the term which best describes 
the role to be played by the pastor is the word "coach" (Incendiary 43). 
Since the role of the coach is to discover talent, develop skills, and 
train for strength and endurance, these are appropriate for what a 
pastor should accomplish in the local church. Trueblood points out, 
however, that since tIle pastor is to be a part of the ministry, the term 
"playing coach" would probably be the most appropriate (Incendiary 43). 
Garlow has suggested five guidelines for pastors who are 
endeavoring to fulfill their roles as equippers (Garlow 110-112). The 
first is to use the term "minister" correctly, insisting that the laity 
learn to refer to themselves as ministers. The second is to affirm the 
idea of vocational ministries, reminding laity that they serve God in 
all areas of their lives. The third is to evaluate all the ministries 
of the church for their equipping potential, realizing that many areas 
of ministry could be more effective with proper training. Selecting 
persons who have gifts and skills for specific ministries as assistants 
in training is the fourth guideline. It is important for the pastor to 
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realize that no one is an expert in every field. The last guideline is 
to ensure that the training program includes doing, rather than just 
telling. This is important not only for actual learning, but also for 
the implementation process of any ministry. 
Biblical and Theological Issues 
Concerning Pastoral Care 
A ministry of lay pastoral care must also have a solid 
understanding of what constitutes Itpastoral care." Some defining 
questions are in order to provide the boundaries of this study. 
1. What should be considered the fundamental tasks and qualities 
of a ministry of pastoral care? 
2. Who has responsibility to be sure that pastoral care is being 
provided? 
3. What role can and should the laity, understood as the non-
ordained membership of the church, play in providing pastoral care? 
The discussion first examines the historical concepts and foci of 
the pastoral care ministry of the church. Following is a survey of the 
more recent literature on the subject of pastoral care and the 
theological developments on the subject, with special consideration of 
the issue of lay involvement in pastoral care. A third section 
considers some of the important biblical models and issues that inform a 
ministry of lay involvement in pastoral care. The final section sets 
forth the fundamental theological principles that should guide the 
formation of a lay pastoral care ministry. 
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Pastoral Care in Historical Context 
As would be expected, the character and practice of pastoral care 
has undergone significant change throughout the history of the church. 
The historical tradition of pastoral care is important for understanding 
how such care should be carried out in the context of the present-day 
circumstances. 
William A. Clebsch and Charles R. Jaekle provide a thorough 
examination of this issue in their book, Pastoral Care in Historical 
perspective: an Essay with Exhibits. They refer to persons who provide 
pastoral care as "representative persons" who mayor may not hold any 
churchly office (4). Givers of pastoral care must in some way "possess 
and exercise the resources of the Christian faith, the wisdom distilled 
from Christian experiences, and the authority of a company of Christian 
believers" (4). 
Clebsch and Jaekle point out that pastoral care isa ministry of 
helping that has a particularly Christian character because it is 
"performed by persons who represent the resources, wisdom, and authority 
of Christianity in one or another of its versions" (10). They go on to 
note that throughout church history, four functions of caring can be 
discerned. These include healing, sustaining, guiding, and reconciling 
(10) . 
In analyzing the history of pastoral care, Clebsch and Jaekle note 
eight epochs of pastoral care, each with an emphasis reflecting the 
demands of various cultural and historical circumstances. The titles 
for these epochs are theirs (8). 
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1. "Primitive Christianity" (until 180 A.D.) emphasized the 
sustaining ministry through the teachings of the early church fathers. 
2. "Under Oppression" (180 to the reign of Dioclecian in 306) 
focused on the function of reconciling troubled persons to God and the 
church through the codification of major sins. 
3. "Christian Culture" (from Constantine through the beginning of 
the Byzantine Culture around 500) placed an emphasis on guiding persons 
to behave in accordance with the expectations of Christian culture. 
4. During the "Dark Ages" (500-1100) pastoral care had a quality 
of "inductive guidance" because of Christianity's encounter with 
northern Europeans. 
5. "Medieval Christendom" (1100-1500) concentrated on codification 
around a well-defined sacramental system designed to heal. 
6. In the period of "Renewal and Reform" (1500-1600) the church 
was most concerned with the task of personal reconciliation. 
7. tiThe Enlightenment" (1600-1800) focused on sustaining souls as 
they passed through the dangers and stumbling blocks of an evil world. 
8. "The Post-Christendom World" (l880-Present) is largely oriented 
around a type of guidance. 
In analyzing this history, the authors point out that the four 
functions of healing, sustaining, guiding, and reconciling have had 
various historical expressions. For instance, healing was prominent in 
the early centuries of the church's life often involving the anointing 
of oil by either lay or clergy. During the Dark Ages, healing was 
obtained through relics of the Saints. Charismatic healers and 
exorcists have surfaced throughout the history of the church, with a 
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resurgence of interest in recent years. Contemporary Christianity has 
also witnessed the therapeutic involvement of the church in both 
psychological and medical fields (34). 
The function of sustaining has also had many historical 
expressions. Sustaining is the ministry of helping persons deal with 
loss. Historically, the authors observe four emphases that the 
sustaining ministry has adopted throughout history. One is 
"preservation," which is the task of maintaining a person's situation 
with as little loss as possible. The second, "consolation," provides 
assurance that no loss could nullify a person's potential of achieving 
one's divine destiny. A third is "solidification" which seeks to put 
the pieces of life back together sufficiently so persons can go on with 
life. The last, "redemption," is the effort to achieve fulfillment in 
life in the face of loss (42-43). 
The third function discussed is guiding, in which pastoral care 
provides wisdom concerning what persons ought to do when faced with a 
difficult problem. Historically, guiding has taken four forms. One is 
!'advice giving," which comes from the superior point of view of the 
counselor. A second was "devil craft," which was based on the concept 
that there exists a warfare from an adversary, Satan. This was 
especially popular during the Dark Ages. "Listening" in order to 
provide clarification, release burdens, and reflect back is a third, and 
more modern, form of guidance. The last form is the effort to guide 
persons through the decision making process (49-50). 
The last function to be analyzed by Clebsch and Jaekel is 
reconciling, which is defined as helping persons establish or re-
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establish relationships with God and other persons. Two modes of 
reconciliation are noted, forgiveness and discipline. Historically, 
forgiveness has involved four basic elements: preparation through 
counsel, confession, penance, and reconciliation. During the Dark Ages 
and up to the time of the Reformation, forgiveness focused on absolution 
through the sacraments and the selling of indulgences. Discipline was a 
special concern of the early church during times of persecution and with 
the problem of how to handle repentant apostates. Calvin placed a 
strong emphasis on church discipline in his teachings (56-57). 
From this analysis it can be discerned that the functions of 
pastoral care have had many emphases and expressions throughout the 
history of the church. It is not possible to point to one function or 
methodology as being traditionally correct. Instead, the task of 
pastoral theology today is to evaluate the various functions and 
methodologies of pastoral care in light of biblical principles and 
contemporary needs and practices. 
Thomas Oden's book, Pastoral Theology presents an analysis of the 
• 
pastoral task based on his study of the classical Christian authors. 
The focus of his discussion is on pastoral care provided through the 
office of the pastor and assumes a distinction between the laity and 
clergy. Oden's observations, however, are informative to an historical 
and traditional understanding of pastoral care. He organizes his 
material on the tasks of the pastor into three broad areas. 
The first of these deals with the pastor's position of leadership 
within the church. Tasks of leadership include being pastor to the 
worshiping community, the ministries of the sacraments, the preaching 
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minist~y, the teaching ministry, and the ministry of equipping the laity 
for ministry. Classical examples are provided for all these ministries 
of leade~ship (Pastoral 85-168). 
The next area of the pastoral task is what he calls "pastoral 
counsel." Included are the ministries of pastoral visitation, the care 
of souls, and the work of the Holy Spirit in comfort, admonition, and 
discipline (Pastoral 169-222). Classical examples are provided for all 
of these functions which focus on the day to day, interpersonal aspects 
of pastoral ministry. 
Of particular interest is Oden's discussion of "the care of 
souls." Again, drawing from the classics, he observes that Jesus is 
considered the pattern for caring. Qualities of Jesus' care included 
placing value on the individual, not coercing persons into discipleship, 
and utilizing meetings with individuals and small groups (Pastoral 193-
194). Oden also draws from classical pastoral literature six maxims for 
effective pastoral counsel. 
Do no harm. . . 
Respect the parishioners' right and responsibility to 
choose their own spiritual guide ... 
Allow people time to arrive at long-awaited moments of 
insight in which their self-perception or interpe~sonal life 
elicits growth not previously thought possible ... 
Do not woodenly assume that either quiet listening or 
active confrontation is always the obligatory way to engage 
in pastoral conversation. . . 
View spiritual formation not merely in terms of short-
term crisis management, but rather in terms of the long-term 
development of the whole person. . . 
View the pastoral caring process as taking place with 
a community of caring, rather than just an isolated 
interaction, as if the believing, supporting community did 
not exist ... (Pastoral 199-200). 
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The last area of pastoral care designated by Oden is what he calls 
"crisis ministry." Here he deals with the ministry to the sick, the 
care of the poor, and the care of the dying (Pastoral 223-310). 
Oden's analysis reflects a very broad application of the functions 
of pastoral care described by Clebsch and Jaekel. As mentioned earlier, 
the assumption is made that the caregiver is the ordained minister. For 
the purpose of this discussion, however, Oden assists in the 
determination of the enduring principles that are involved in 
traditional pastoral care. 
Contemporary Theological Thought 
on Pastoral Care 
Contemporary thinking on pastoral care is marked by the 
incorporation of modern psychological and sociological theory into the 
practice of pastoral care. The work of Seward Hiltner, beginning in the 
late 1940's, is generally considered the starting point of this 
movement. His book, Preface to Pastoral Theology (1958,) provides the 
basis for much of what has followed in the field of pastoral theology. 
In Hiltner's thought, the "content" of pastoral theology focused 
on three tasks: healing, sustaining, and guiding (89). One can note the 
psychotherapeutic influences in his definitions for each of these 
functions. For Hiltner, healing means "the restoration of functional 
wholeness that has been impaired as to direction and/or schedule" (113). 
He rejects what he calls "the primitive concepts of sin" and suggests 
that when more adequately understood, sin is the "most ultimate and 
important and difficult condition from which healing is required" (115). 
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By "sustaining" Hiltner means that aspect of the shepherding motif 
which is characterized as "standing by." "Sustaining is the ministry of 
support and encouragement through standing by when what had been a whole 
has been broken or impaired and is incapable of total situational 
restoration, or at least for now" (116). Sustaining is needed in two 
situations. One is in instances of shock or loss, such as death or 
separation from a loved one. The other is when some irreversible 
process of impairing or degenerating is at work, such as a terminal 
illness (117). 
"Guiding" is the process of directing persons when choices are 
made or inclinations are being followed. Hiltner suggests four criteria 
for guiding. Guiding cannot be coercive; it cannot be persuading by the 
use of externalized appeal; it cannot be simply the definition of 
alternative courses; and it cannot be the simple interpretation of the 
future. Instead, he recommends a more educative approach to guiding 
which enables one to make decisions with an informed mind (151-153). 
As noted above, Hiltner utilizes the terminology and principles of 
psychotherapy, even to the point of rejecting traditional theological 
concepts. As Thomas Oden notes, twentieth century pastoral writers have 
virtually ignored the classical texts of pastoral care (in Aden and 
Ellens 21). The trend has been for pastoral care to become increasingly 
aligned with pastoral counseling. The result is that the literature on 
the subject until around 1970 tended to be more clinical and 
psychological rather than theological and biblical. 
Even though Hiltner's writing is directed to the ordained clergy 
as the pastoral caregiver, he does provide a hint for lay involvement. 
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In developing the concept of "shepherding" as a perspective for pastoral 
counseling, he suggests that shepherding should be extended to include 
laypeople. He asks, "Is pastoral theology only a concern of the clergy? 
Is there not a universal pastorhood to go along with the universal 
priesthood of Protestantism?" (19). 
Another writer influential in the field is C. W. Brister. In 
Pastoral Care in the Church (1964), he suggests a two-fold motivation 
for pastoral care which "arises out of the push of the pastoral calling 
and the pull of human need" (7). The "shepherd's heart" may be a gift 
in some people and must be developed in others, but ultimately the 
ministry of pastoral care is sustained only by a mature love (7). 
Brister develops three motifs which define the task of pastoral 
care. These are servant, shepherd, and sonship. Since the servant 
motif is one which belongs to the entire church Brister makes three 
observations. First, the nature of the church as a whole is pastoral 
which results in a corporate responsibility for caring. Second, 
pastoral care is found at the center of the "redemptive mission of the 
church." Third, the proper role of the pastor is to be a "servant of 
the servants" (16-17). 
For Brister, shepherd is the central scriptural motif for pastoral 
care and provides a basis for understanding the basic tasks of pastoral 
care (20). A more thorough discussion of the shepherd concept is 
developed in the biblical analysis to follow. 
The last motif developed by Brister is the "sonship motif" from 
which the family concept of the church is derived. Pastoral care is 
therefore a family responsibility, in which individual burdens are 
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shared by others who are a part of the family, Brister defends the role 
of the institutional office of pastor who is to be the shepherdly 
representative of God and is "related as a brother-man to persons in his 
ministry of pastoral care" (22-23). 
It is evident that Brister views pastoral care as the work of the 
entire congregation and not just the person holding the office of 
pastor. Even though much of his work goes on to make many of the tasks 
of the pastoral caregiver quite technical and professionally oriented, 
he maintains the principle that pastoral care is the ministry of the 
church, not just the clergy. 
Other writers during the time of the early and middle 1960's focus 
primarily on developing the clinical aspect of pastoral care. In fact, 
as Ronald Sunderland has pointed out, the terms "pastoral care" and 
"pastoral counseling" seem to develop into nearly synonymous meanings 
(161). As a result, the writings from these years from persons such as 
Wayne Oates, Daniel Day Williams, Carroll Wise, Howard Clinebell do not 
provide much help in developing the practice of general pastoral care. 
In the early 1970's authors began to call into question the rather 
narrow identification of pastoral care with pastoral counseling. A 
British critic of pastoral care notes, "the whole nature and direction 
of pastoral care has come into question and criticism has particularly 
focused on the hegemony of secular counseling theories and methods tl 
(Pattison, 27). This change evidenced itself in two ways. One, 
represented by Oden and Mayer, was to find renewed direction from 
classical and historical church leaders. The second has been a 
broadening of the understanding of pastoral care through renewed 
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theological and biblical interests. 
Thomas Oden, in Care of Souls in the Classic Tradition (1984), 
lists eighteen ways the focus of pastoral care would shift if the 
classical traditions would be allowed to inform modern pastoral 
counseling. These involve a renewal of some old-fashioned pastoral 
values, such as intercessory prayer, a resistance of antinomianism, an 
incarnational understanding of empathy, a greater emphasis on corporate 
responsibility and mutual accountability, a renewal of pastoral 
visitation, an emphasis on evangelical witness, and renewed interest in 
• 
fasting and meditation (Care 38-39). From this Oden evaluates the work 
of the sixth century pope, Gregory, who wrote a book on pastoral 
instruction entitled, Pastoral Care. It provides for Oden a rich 
resource for the classical understanding. In his earlier work, Pastoral 
Theology (1983), Oden develops these classical themes further. 
As noted earlier, Oden focuses on the functions of the ordained 
pastoral leader. His primary contribution is to refocus the emphasis of 
pastoral care away from the psychotherapeutic models of care toward more 
traditional roles and functions. 
Another work from the 1970's which attempts to redefine the 
functions of pastoral care in light of historical insight is Pastoral 
Care; Its Roots and Renewal (1979) by Herbert T. Mayer. Mayer evaluates 
pastoral traditions from church leaders beginning with St. Paul and 
includes representative persons from all eras of church history. He 
concludes that a renewed understanding of pastoral care can be found in 
these roots from the past. He argues that the spiritual health of the 
Christian community calls for a balance of five Christian actions: 
, 
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worship, fellowship, witness, service, and nurture (311). Whenever the 
church neglects or ignores anyone of these, the vitality of the 
congregation is compromised. In order to fulfill the need for nurture, 
he suggests that churches must organize themselves in smaller groups led 
by "pastorally gifted persons" who have been trained by the pastor 
(314) • 
In Rediscovering Pastoral Care (1981), Alastair V. Campbell 
attempts to redefine pastoral care from a more theological and 
theoretical perspective. He begins by defining pastoral care as 
integri ty. Integrity is understood as honesty and steadfastness to "an 
inner truth which cannot be denied whatever the cost" (25). It is out 
of this kind of "consistency and depth of the caring person's own 
character that help is given to another" (26). Campbell believes it is 
essential to get away from stressing "competence" in pastoral care. 
Pastoral care, he argues, "depends to a great extent on the immediacy of 
our bodily presence, not on counseling techniques'! (27). 
Campbell proceeds to focus on three biblical images which inform 
pastoral care giving. These include what he calls "the shepherd's 
courageous leadership," "the power of the wounded healer," and "the 
wisdom of the fool." In all of these his aim is to "rekindle an 
awareness of the resources we all possess for pastoral care, resources 
to be found as much in our weakness as in our strength" (28). 
By moving away from the professional model of pastoral care and 
focusing on the person of the pastoral caregiver, Campbell lays a strong 
foundation for the role of laity in pastoral care. His work in later 
chapters, however, reverts to some of the psychotherapeutic models for 
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caregiving that imply the need for a certain level of professional 
competence in order to be effective. 
An author who attempts to set forth a theological and biblical 
basis for pastoral care is William Oglesby. In Biblical Themes for 
Pastoral Care (1980), he presupposes three basic approaches to pastoral 
care and counseling: "insight-oriented" therapy, behavior modification 
therapy, and "relationship-oriented" therapy (17). Oglesby's task is to 
evaluate identifiable biblical themes which inform the task of pastoral 
care. Oglesby concludes that the biblical themes support a 
relationship-oriented therapy as primary for pastoral care. He does not 
suggest that the other forms are without validity, but that in 
relationships biblical themes find their fundamental application (29). 
Oglesby's main interest is to inform the discipline of pastoral 
counseling as a form of pastoral care. However, by placing primacy on 
relationship-oriented therapy, a broader view of pastoral care is 
appropriate. When pastoral care is centered more on relationships, the 
possibilities for effectiveness by laity in pastoral care begin to 
emerge clearly. 
Different Directions for 
Pastoral Care 
Since the late 1970's, the literature on pastoral care falls into 
three general types. The first consists of technical and theoretic 
wri tings on what is more accurately called "Pastoral Counse ling." Unti 1 
recently, most of these focused on psychotherapeutic theories and 
methodologies. The intent was, and continues to be, a specializing and 
professionalizing of pastoral care. There has been, however, a renewed 
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interest in bringing the theological perspective back into mainstream 
pastoral care. An article by Kathleen D. Billman along with a book 
entitled The Church and Pastoral Care (1988), edited by Aden and Ellens, 
are both examples in this movement. 
Within the discipline of pastoral counseling there has been an 
effort to explore the relationship between theology and contemporary 
psychology from a more theologically conservative perspective. Authors 
from this movement include John Carter, Bruce Narramore, and Gary 
Collins. These writers make an effort to apply the insights gained from 
psychology and its related disciplines to a conservative/evangelical 
belief system. They also focus more on pastoral counseling than the 
broader field of pastoral care. 
The second direction pastoral care writings have taken is more 
tradi tional and practical in nature. These provide practical 
suggestions on how a pastor should do pastoral care within the church. 
The focus is primarily on the task of the pastor as the leader of the 
church. Authors who fit into this category include Benjamin Baker, John 
Killinger, and Kenneth Pohly. Of special interest to this writer is a 
book by Eugene Stowe, now a retired General Superintendent of the Church 
of the Nazarene. His book, The Ministry of Shepherdipg (1976), teaches 
the traditional roles of the pastor, including what is considered 
pastoral care. In it he gives practical advice on what is appropriate 
for a pastor to do and not to do. Perhaps the resource most relevant to 
this category of writing is Leadership magazine. For example, an 
article by Lyle Schaller and others entitled, "Trends in Pastoral Care," 
deals with the changing cultural situation in which pastors are called 
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upon to care for people. 
The third body of literature on pastoral care is the one in which 
this project is most interested, those which include some level of 
involvement by laity in pastoral care. A review of the literature in 
this category is found in chapter three. 
Biblical Motifs which Inform 
the Ministry of Pastoral Care 
The term "pastoral care" is not found in the Bible but has 
developed in the history of the church. Its specific meaning, however, 
is affected by how the user of the term understands the meaning of the 
term "pastoral." For instance, "pastoral" may refer to the person who 
provides the care, presumably the pastor of the church. "Pastoral" may 
also define the kind of care one would expect to receive from a pastor. 
In other words, any care that one thinks a pastor should provide could 
be considered pastoral. Finally, "pastoral" may refer to a particular 
kind or quality of care that would be pastoral in nature. In this third 
definition, pastoral refers to a type of care, not to the person who 
provides the care. The task of this section is to examine the biblical 
themes which would inform an understanding of pastoral care. 
As noted earlier, Brister finds three motifs in scripture that 
inform an understanding of pastoral care. These are shepherd, servant, 
and son (16-17). For the purposes of this discussion these three 
concepts will provide the outline. 
Shepherd Motif. The term "pastoral" is a term that is closely 
related to the shepherding motif. A shepherd "pastors" his sheep by 
leading them to good pastures and fresh water. Literally, the term 
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"pastoral" refers to those tasks and actions undertaken by a shepherd. 
As Brister notes, this concept is central to the biblical 
understanding of caring (22-23). It is prominent in both Old and New 
Testament symbolism. It was an especially useful analogy for the 
cultures of the Bible since shepherds and their tasks were very familiar 
to all the people of that time. Phillip Keller has made excellent use 
of his own familiarity with actual shepherds to help those of another 
, 
culture understand the significance of the analogy in his book, A 
Shepherd Looks at Psalm 23. 
It is significant to note to whom the shepherd metaphor generally 
refers in Scripture. In the Old Testament it is Yahweh who is the 
shepherd of His sheep. The quality of care which Yahweh provides His 
people is likened to that of a shepherd (Numbers 27:17, Isaiah 40:11, 
Jeremiah 31: 10). In the very familiar Psalm 23, the analogy is taken a 
step further where Yahweh is not only the shepherd of His flock, Israel, 
but the Psalmist's personal shepherd who takes interest in individuals. 
In rare instances the leaders of the people are referred to as 
shepherds, such as 1 Samuel 7:7 where reference is made to the 
responsibility of the leaders to shepherd the people. On the whole, 
however, it is Yahweh who is the Shepherd who cares for His people. 
In the New Testament Jesus becomes the shepherd. In Matthew 2:6 
the Old Testament prophecy from Micah concerning the Messiah announces 
that He will be "the shepherd of my people Israel." Jesus refers to 
Himself as the Good Shepherd (John 10:11-16). In Hebrews Jesus is 
called the Great Shepherd (13: 20), and in 1 Peter He is the Chief 
Shepherd (5:4). It is important to note that the use of the shepherd 
• 
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motif to apply to Jesus has very strong implicatiolls concerning His 
identity as the Messiah and His divinity. Jesus is called the Shepherd 
of His people in the same ~ay that Yahweh is the Shepherd of His people. 
The shepherding motif is used on three occasions as part of the 
instrnctions to the leadership of the church caring for those under 
them. Jesus asks Peter to do a shepherd's task in John 21:15-17 in His 
admonitions, "feed my sheep ... feed my lambs." Paul tells the elders in 
Ephesus to "keep watch over yourselves and all the flock of which the 
Holy Spirit has made you overseer. Be shepherds of the church of God 
which He bought with His own blood" (Acts 20:27-28). Peter gives 
similar advice to the elders when he commands, "Be shepherds of God's 
flock that is under your care, serving as overseers--not because you 
must, but because you are willing, as God wants you to be; not greedy 
for money, but eager to serve; not lording it over those entrusted to 
you, but being examples to the flock" (1 Peter 5:2-3). It can be 
observed from these situations, however, that the term shepherd is being 
used functionally, rather than positionally. Jesus does not tell Peter 
to "be the shepherd" but to fulfill the responsibility of a shepherd. 
In both Acts and 1 Peter the command to shepherd the flock is given to 
persons who have been made "overseers." Shepherding became a 
description of how they should care for their people. 
Another term that has significance for this discussion is the term 
"pastor" (poimenos) which in Greek is a form of the word for shepherd 
(poimen) (Arndt and Gingrich 690). This term is used only once in the 
New Testament to refer to a person. In Ephesians Paul names pastors as 
one of five ministries (apostles, prophets, evangelists, pastors and 
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teachers) given by God for preparing Christians for service (Ephesians 
4:11). Again, it is not the position that is essential, but the 
function. 
• 
Hiltner is right, therefore, in maintaining that the motif of 
shepherding provides a "perspective" for pastoral care rather than a 
"definitive and exclusive stereotype" (19). If the term pastoral is to 
find its meaning in the shepherding concept, then the substance of that 
meaning must be drawn from truly biblical sources rather than cultural 
ones. A shepherd or pastor is to function not as an actual shepherd 
would in the fields of Palestine, but instead to work in the same manner 
as the Good Shepherd has demonstrated. The "goodness" of a shepherd is 
not determined by what an actual shepherd does, but by how Jesus, our 
Chief Shepherd, has acted. 
This has a very important application to the term, "pastoral 
care." It is often assumed that the term "pastoral" defines who is 
providing the care, i.e. the pastor or shepherd. Biblically, however, 
this is not correct. Instead, the term "pastoral" alludes to a quality 
of care that a shepherd provides, and not the care just any shepherd 
provides, but the care of the Good Shepherd, Jesus. 
Two very important conclusions can be drawn from this. The first 
is that to provide "pastoral care" means to care in the same way that 
the Good Shepherd cares, to care as Jesus would and does, and to care in 
• 
His Name. The second conclusion concerns the identity of the pastoral 
caregiver. Since the term "pastoral" refers to a quality or type of 
care it has nothing to do with the office of the person who provides it. 
There is nothing in the term, pastoral, that suggests that only ·the 
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pastor of the church should or can provide pastoral care. 
The shepherding motif is also important in that it broadens the 
responsibility to care for more than just the needy. Purkiser notes 
that the shepherding function is divided into three areas; caring, 
calling, and counseling (45). Jesus' care extended beyond those who 
were in crises or in need. So pastoral care will include nurturing and 
expressing love even in situations when no special need is being 
experienced. 
Servant Motif. The Greek word for servant is doulos which 
literally means, "slave." In biblical times it was synonymous with 
"servant" (Arndt and Gingrich 204). The servant theme is a dominant one 
in the New Testament. Jesus demonstrates His servanthood to His 
disciples by washing their feet, a servant's task, Then He commands 
them to do likewise for each other (John 13:1-11). His service was 
ultimately demonstrated through the giving of His life on the Cross. 
Kruse notes that in the gospels and in Paul's letters service involves 
suffering, which provides the "legitimizing evidence of servanthood" 
(177) . 
Jesus also emphasizes the importance of servanthood in His 
teachings. "Whoever wants to become great among you must be your 
servant, and whoever wants to be first must be your slave--just as the 
Son of Man did not come to be served but to serve, and to give his life 
as a ransom for many" (Matthew 21: 26-28). He teaches that serv ice to 
those who are needy has the same effect as providing service for Him. 
In the parable of the sheep and goats the king declares, "Whatever you 
did for one of the least of these brothers of mine, you did for me. 11 
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(Matthew 26:40). 
In his writings, Paul also emphasizes the role of servant and 
responsibility to serve. The Galatians are encouraged to use their 
freedom in Christ to "serve one another in love" (Galatians 5:13). 
Based upon the principle of service, Paul teaches the Ephesians to 
"submit to one another out of reverence for Christ" (5:21). He then 
applies this principle to Christian family relationships (5:22-6:4). 
Furnish notes that Paul's own understanding of ministry grew from 
two commitments. First, to the gospel as "the word of the cross" and 
the second to his perception that the "power of the cross" is the power 
derived from self-giving and serving love (Shelp 142). 
In summarizing the theology of pastoral care in John's writings, 
D. Moody Smith notes a determining principle. "Jesus' love for his 
disciples is recapitulated in their love for each other" (Shelp 222-
223). Smith goes on to point out that John's definition of service is 
expressed in the thought that "as Jesus lays down his life for his 
friends, so they are willing to lay down their lives for each other" 
(226). Servanthood, then, is not simply fulfilling a role, but involves 
cost and sacrifice. 
The implications for pastoral care are significant. Pastoral care 
is not to be understood as a kind of supervisorial or authoritative 
role. To be a pastor to someone, if one follows both the example and 
direction of Jesus, is to be that person's servant. The caregiver 
stands in a position under the person who receives care, not above. 
Stott has pointed out the implications of this concept for pastors 
and other church leaders. They are to be servants of the servants and 
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they must equip and enable others for service (42). Pastors must then 
avoid two errors. First, they must not think that being the leader of 
the church eliminates a responsibility to be involved in servant work. 
Being an equipper for caregiving does not exclude one from also being a 
caregiver. Second, pastors must not develop the attitude that only 
professionals can do the job. What is done as a servant can be done by 
anyone. A servant thus learns the importance of sharing responsibility 
and pr i v ilege. 
Sonship Motif. The scriptures teach that Christians are children 
of God (John 1:12) with special privileges and responsibilities. The 
important point with regard to pastoral care is the sharing of one 
another's burdens (Galatians 6:2). It is at this point that the 
principle of mutuality in pastoral care is especially important. 
Paul Tillich points out that one of the difficulties many have in 
receiving care is that it is viewed as an humiliating experience. He 
suggests the principle of mutuality addresses this problem in two ways. 
One is that pastoral care is something that is always going on through 
the common relationships that exist within members of the family. Those 
who provide care today will be the ones receiving care tomorrow. The 
second is that care is itself a mutual experience. Caregiving is 
reciprocal, so that by giving care one also receives care (21-26). As 
the Nigerian proverb says, "When the right hand washes the left hand, 
the right hand becomes clean also." 
Brister concludes that pastoral care is the responsibility of the 
entire church family. The burdens of the individual are shared by the 
entire group, with the entire group accepting responsibility for the 
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needs of the individuals of the group (22-23). 
The implications for lay involvement in pastoral care are quite 
evident. Not only is it appropriate for the laity to be involved in 
providing pastoral care, the motif of sonship insists on it. Pastoral 
care is the responsibility of the whole family, not just one person in 
that family. Furthermore, care does not move in only one direction. 
The caregiving experience is mutual in that the person who initiates the 
caring also receives care by having done so. This principle of 
mutuality protects from an attitude of superiority or self-sufficiency. 
Caregivers are also reminded that the occasion will eventually arise 
when they will need care, even from the very persons who are now 
• • recelving care. 
Basic Principles for a Lay 
Pastoral Care Ministry 
The above study has approached the issues regarding a lay pastoral 
care ministry from two perspectives. The first addressed the issues of 
the laity and their involvement in the ministry of the church. The 
second examined the task of pastoral care as a discipline and 
responsibility of the church. From all of this some basic principles 
can now be stated upon Nhich any program for lay pastoral care must be 
based. 
First, "pastoral care" refers to a quality or type of care, not to 
the identity of the person who provides it. Pastoral care is care that 
is like that provided by the "Good Shepherd." It is care that is 
provided through the church in the name of Christ. 
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Second, there is a general need for pastoral care and the church 
has a God-given mandate to respond to that need. As Steinbron states, 
"everybody has concerns and needs. So, who needs to be pastored? 
Everybody!" (46). The occasions when pastoral care is appropriate are 
extremely varied and include much more than just those times when there 
are crises and problems. Pastoral care is letting people know that 
someone cares and loves them. 
Third, the responsibility for providing pastoral care lies with 
the church as a whole, not just the pastor. Not only is it impractical 
for the pastor to attempt to meet all the needs alone, it is biblically 
and theologically inappropriate. A proper understanding of the church 
does not place responsibility for ministry in the hands of the clergy, 
but with all the people of God {laos}. As a central part of the 
church's ministry, the responsibility for meeting the care needs of the 
people lies with the church. 
Fourth, some kind of system or program for providing pastoral care 
is necessary for the church to insure that the care needs of its people 
are being adequately met. Since the occasions and circumstances for 
which the need for pastoral care arise are so varied and unpredictable, 
it is not sufficient to assume that the needs will be met spontaneously 
by the church. Even though much pastoral care will happen without any 
kind of organized ministry, the potential for needs to go unmet is 
significant. 
Fifth, the responsibility of the pastor is to be an equipper of 
the people for ministry, The pastor should not assume responsibility to 
provide for all the care needs of the people, but should instead enable 
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the congregation to more effectively and efficiently provide pastoral 
care to those for whom it accepts responsibility. 
These five principles do not define the type of lay pastoral care 
ministry which a church should utilize. What they do provide, however, 
are the essential motivations and criteria which any program for 
pastoral care must include to be consistent with the mission and purpose 
Rogers 72 
CHAPTER 3 
The Model Program of Lay Pastoral Care 
Since the early 1980's there has been a developing interest in the 
involvement of the laity in the ministry of pastoral care. An 
examination of the literature reveals that this interest has come as a 
result of three factors. First, there has been a renewed understanding 
of the central role of laity in the ministry of the church. Nearly all 
Christian theological perspectives consider the active participation of 
laity in ministry essential for the church to fulfill its mission to the 
world. An article on "lay pastoral care and counseling" in the 
Dictionary of Pastoral Care and Counseling traces the biblical 
interpretations and theological perspectives that have led to the 
expectation that the laity have a crucial role to play in pastoral care 
(Hunter 633-634). 
J. C. Fenhagen has contributed significantly to the development of 
a theological basis for lay involvement in pastoral care. As the title 
of his book suggests, Mutual Ministry: A N~w Vitality for the Local 
Church (1977), the ministry of the church is to be expressed by the 
whole church. The ministry of pastoral care is one of many areas where 
laity can become involved. Though pastoral care is not the only form of 
lay ministry, there is no doubt, in Fenhagen's mind, that pastoral care 
is a lay responsibility (27). 
The second factor which has generated interest in lay involvement 
in pastoral care is the church growth movement. Lay involvement is seen 
as essential for both assimilation and retainment of members. The 
underlying principle is that the church should be organized in such a 
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manner that continued growth is possible. Dale Galloway (125) and Paul 
Cho (Hurston and Hurston 15) are two pastors who have developed pastoral 
care ministries for the purpose of creating an organizational structure 
that will facilitate church growth. 
The third factor which has brought lay involvement in pastoral 
care has been the realization by pastors that they are not able to 
provide adequate care to the entire congregation by themselves. 
Feelings of burn-out and guilt over unmet needs have forced many pastors 
to consider the possibility of including lay persons in the ministry of 
pastoral care. Melvin Steinbron (22) and Charles Ver Straten (23-26) 
both express the problem of being stretched beyond the limits of what 
one person can do to meet the care needs of a congregation. 
Literature Focusing on Lay Involvement 
in Pastoral Care 
There is no shortage of literature describing programs of lay 
pastoral care. The literature can be divided into four broad categories 
or models. The first may be called the "community action" model. This 
includes those ministries which focus the task of pastoral care to meet 
certain needs in the community which mayor may not have a direct impact 
on the church. The second is the "crisis intervention" model. Those 
following this pattern concentrate on equipping laity to provide 
ministry to persons who are experiencing some sort of trauma or trial in 
their lives. The third is the "fellowship/small group" model. In these 
ministries small groups are organized under the leadership of a lay 
pastor. The last is the "parish" model. In this program a lay pastor 
assumes responsibility for a select group of persons for whom general 
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pastoral care is provided. Descriptions of some of these are provided 
below. 
Community Action Model 
In Helping Laity Help Others (1984), Stanley Menking, a United 
Methodist, has provided a very practical and helpful book for those who 
would train church members to become involved in people helping 
ministries. He stresses that pastors must become the servant to those 
who would minister (17-26). The helping ministries that he has in mind 
are generally those which are intended to meet social needs (52-53). 
The primary focus of the book, however, is to provide an outline 
training and supervising laity to be effective in ministry. 
Samuel Southard has written a trio of books designed to help 
pastors meet the care needs of people. In his book, Comprehensive 
Pastoral Care (1975), he identifies the church as one of the social 
systems of the community which is responsible for providing a host of 
needs within the community. Therefore, the whole church, clergy and 
laity, can be more effectively involved in these systems through a 
program of pastoral care (11-12). Moreover, the resources for 
comprehensive pastoral care come not only from within the church but 
from the community as a whole. Likewise, the recipients of care are 
broader than just the church and include the whole community. He is 
especially interested in a systems approach to caring which examines 
sources of problems as well as solutions for individuals' who need care 
(19). These same principles are evident in his later book, Training 
Church Members for Pastoral Care (1982), where theoretical and practical 
guidelines are given for the training of the laity for care ministries. 
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Crisis Intervention Model 
• 
Traditional pastoral care has always recognized the importance of 
ministering to those who are experiencing some special need in their 
lives. These needs usually arise out of a crisis which causes a sense 
of helplessness or confusion. Many lay care programs focus on meeting 
these kinds of needs. In these, the emphasis is generally on training 
lay people to be proficient to intervene in various types of crises. 
One approach in crisis intervention programs is to equip laity to 
respond to various situations in which crises occur. In Lay Caregiving 
(1982), Detwiler-Zapp and Dixon provide two lists that help identify 
needy people. One includes categories of individuals such as the 
elderly, singles, new residents, widowed, unemployed, grieving, deaf or 
blind, and at least a dozen more. Another lists institutions where 
needy people will often be located. Included are hospitals and clinics, 
mental hospitals, nursing homes, and many others (14-15). Thus the care 
which is provided assumes that the person receiving the care has an 
identifiable need or reason to be in need. 
Detwiler-Zapp and Dixon name principles necessary to organize an 
effective lay ministry to meet these special needs. They intend to 
provide guidelines and practical instructions for improving the 
effectiveness of reaching out to hurting people. As with most programs, 
the major emphasis is on the implementation of an effective training 
program. They do not, however, provide the content of the training, but 
rather the qualities a good program should possess. 
Howard stone follows many of these same principles • ln, The Caring 
Church (1983). Included is a rather complete training manual to be used 
· 
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as a model for equipping lay pastors. He proposes eight sessions of 
training in basic caring principles and skills for dealing with special 
situations. 
In his book, Lay Shepherding (1980), Rudolph Grantham assumes 
laity have a desire to provide care, but need the expertise to do it. 
He begins by establishing the authority for the laity to be involved in 
care and then gives technical and practical advice on how care should be 
provided in various situations. He relies very heavily on 
psychotherapeutic principles for dealing with issues such as crises, 
grief, hospital and nursing home visitation, and other situations 
requiring care. Of special interest to Grantham is the use of 
relationships to facilitate healing. Many of the principles that appear 
in his book on lay shepherding are also found in his earlier work, The 
Healing Relation§hip (1972). 
Shelly Chapin's contribution to the "Equipped for Ministry 
S . " eries, Counsellors, Comforters. and Friends (1992), provides a 
complete manual for establishing a caregiving ministry in a local 
church. Special attention is given to ministering to those who suffer 
and grieve. The theoretical part of the book describes the special 
needs of those who are hurting physically and emotionally. The last 
section of the book proposes a plan to establish a caregiving ministry 
in the church along with a suggested training outline. 
A second approach to crisis intervention stresses that lay people, 
when properly trained and appropriately utilized, can become very 
effective counselors. Gary Collins describes the lay counseling 
movement in an article in Leadership (Fall, 1980) l "Lay Counseling 
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within the Local Church." Collins promotes the training of lay people 
to develop counseling skills (80) and lists various programs for 
training lay counselors along with a bibliography of other helpful 
sources (80-81). Consistent with his clinical background, Collins 
stresses adequate supervision of those who are involved in this ministry 
by a professional counselor (86). 
The most comprehensive program in this category is Kenneth C. 
Haugk's "Stephen Ministries." Haugk, a clinical psychologist, started 
this program in 1975. It has grown, according to correspondence from 
their office, to include over 2500 congregations involving more than 
fifty denominations. The unique feature of this program is the 
intensity and commitment required from the congregations utilizing it. 
Leadership training for the ministry requires that at least one person 
attend a twelve-day leadership training seminar. At this seminar a 
complete curriculum is taught that includes not only training in 
counseling, but also implementation and administration of the program. 
This program is one of the most complete available, dealing with nearly 
every issue with which a lay caregiver might be confronted. Haugk's 
book, Christian Caregiving, a Way of Life (1984), provides a theological 
foundation for the practical information that is a part of the program. 
The down-side of the "Stephen Ministries" program is its cost. A 
local congregation must invest $3000.00 to get started in the program. 
Though the cost of the program is well worth the price, most local 
churches are not able or willing to make this level of financial 
commi tment. 
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All these ministries place a greater emphasis on skills training 
than on program structure. Imparting counseling skills is considered 
more important than organizing the ministry. One author who focuses 
exclusively on teaching lay persons to be counselors is Selwyn Hughes. 
In Helping People through Their Problem~ (1981), he attempts to provide 
the basic skills for helpers of those who are going through crises or 
other difficulties. 
Fellowship/Small Group Model 
A number of programs exist which are designed to facilitate 
leadership in various types of small groups. Most of these can be 
considered lay pastoral care programs because the lay person who leads 
the group usually assumes some responsibility to care for those who are 
a part of the group. 
One of the roost well-known and successful ministries of this sort 
is the home-cell unit system of the Full Gospel Central Church in Seoul, 
Korea, pastored by Dr. Paul Y. Cho. This church, which has a membership 
and attendance of many hundred thousand, has developed a system in which 
the church is organized into small home groups which meet on a weekly 
basis. Each of these groups, with no more than fifteen families, is led 
by a cell group leader who is trained on a continuing basis for that 
responsibility. John and Karen Hurston have written a book, Caught in 
the Web (1978), which describes the organization of this ministry and 
expectations placed upon those involved in it. 
Dale Galloway has implemented a program utilizing lay pastors as a 
part of a church growth plan. The basic structure of his program 
follows Cho's program. It involves an extensive training program with 
Rogers 79 
well-defined expectations for lay pastors who lead TLC (Tender Loving 
Care) groups. Included in the lay pastor's responsibilities is making 
assigned calls on prospects, members, and those who have requested a 
callan response cards in worship services. Lay pastors also make sure 
that the five to six families assigned to them receive care. In 
addition, they lead a weekly meeting in the homes of the person who has 
agreed to be the host/hostess. At weekly lay pastors meetings materials 
are given to be used in the group meetings. Lay pastors are also 
expected to give monthly reports (147). 
Charles A. Ver Straten's program is less structured. "Lay 
shepherds" are elected by the congregation. After training, each lay 
shepherd is assigned approximately twelve families who become a "little 
flock. " Significant latitude is provided for each lay shepherd to 
develop the fellowship with the group. The program, however, is still 
based on getting the group together for fellowship, prayer, Bible study, 
or other kinds of activities. 
One mark of this kind of program is the content of the training 
program. Rather than emphasizing skills in caring for people with 
special needs, the concern is with how to lead small groups. Though 
caring skills are important for this kind of program, leadership 
abilities are given priority. 
Parish Model 
In the parish model, a lay pastor accepts responsibility to care 
for a certain number of assigned families, much like a pastor has a 
parish for whom he/she is responsible. 
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In this model, lay pastors are expected to provide care to their 
group during both times of crisis and trouble as well as on a routine 
basis. They need, therefore, the same training as those trained in the 
crises intervention model. The difference is that, in this model, the 
occasions for care are not limited to times of crisis. It assumes that 
people need care in normal times as well as in times of difficulty. In 
fact, the majority of caring will be routine where love and interest is 
being shown to those in the group. 
Each lay pastor takes responsibility for a group of families or 
individuals. The group, however, is not formed primarily for the 
purpose of fellowship. Though lay pastors may choose to have a group 
fellowship or meeting, this is not the focus. Instead, it is the 
responsibility of the lay pastor to reach out in personal ways to each 
member or family in the group to express love and concern. 
The only example of this kind of program found in print is Melvin 
Steinbron's, Can the Pastor Do It Alone? For reasons outlined below, 
the parish concept for pastoral care utilizing an adaptation of 
Steinbron's program as a model has been chosen for this project. A 
detailed description of the model program is provided in a later section 
of this chaptel'. 
Choosing a Model Program 
Since it was determined that this project would utilize an 
existing program rather than create a new one, it was necessary to 
choose a model program from those which have been sUl'veyed. As was 
pointed out in the previous chapter, biblical and theological principles 
provide significant latitude in how a pastoral care ministry can be 
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organized. Thus one kind of program is not more theologically correct 
than another. Instead, the choice of a model depends on the specific 
goals to be achieved along with practical considerations determined from 
the context of ministry. 
The first decision was to determine whether to employ a community 
action, crisis intervention, fellowship/small group, or parish model for 
lay pastoral care. Here is why I chose the parish model. Though the 
community action model for lay involvement in pastoral care is a valid 
one, it does not address the needs for care observed in this local 
church. Our interest is in the traditional practice of pastoral care 
which focuses on the various care needs of the congregation. Even 
though any legitimate care provided in the name of Jesus must reacll 
beyond only those in the congregation, the church has a definite 
responsibility to meet the care needs of those who identify with it. 
The program for lay pastoral care chosen for this project has as its 
primary focus those who are a part of the congregation or those the 
church is specifically trying to reach in outreach ministries. 
We also desired a program which would respond to a broad spectrum 
of needs and circumstances in people's lives. The pastoral care needs 
of the Middletown congregation include more than just crisis 
intervention concerns. Follow-up and assimilation of new people as well 
as the need to retain present members is a high priority. Those 
, 
programs which deal only with responding to crisis needs are too narrow 
for this project. 
Another important criteria for selection was the need for a 
systematic program which included the entire congregation. The program 
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should attempt to insure that every person of the church is receiving 
adequate care. The structure of the parish model fulfills this need 
especially well. 
The last consideration that led to the choice of the parish model 
was the concern about congregational resistance to the program. In many 
ways, the fellowship/small group model offers the best potential for 
development of strong relationships and a solid structure for continuing 
care. However, in past experience with similar ministries I discovered 
that a significant number of people resist being arbitrarily placed in a 
fellowship group. This resistance would inevitably lead to an 
unacceptable percentage of people who would not participate and thereby 
not receive any care through the program. Many of those who would 
refuse participation would also be those who would be most in need of 
pastoral care. 
Given the considerations listed above, it was determined that the 
parish model would provide the best organization to meet the pastoral 
care needs of the church. The choice of a particular program to be 
utilized was a rather simple one, since Steinbron's program is the only 
one in print that was discovered. Steinbron's program is well-conceived 
and organized, and is a proven program with a good record of success in 
many other churches where the program has been implemented. 
Exploring the Model Program In Depth 
Melvin Steinbron, now on the staff of Hope Presbyterian Church, 
Minneapolis, Minnesota, has developed a comprehensive program in which 
lay persons are trained and utilized to provide pastoral care. The 
basic structure of the program involves lay persons assuming 
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responsibility to provide pastoral care to an assigned group of 
families. A rather extensive set of resources has been developed by 
Steinbron and are available through "Pastoral Care Services" operated 
out of his local church. From these resources it is evident that some 
development has occurred in the program since it was first implemented 
in 1978. 
The Development of Steinbron's 
Program 
Steinbron's program is actually the result of a Doctor of Ministry 
project completed at United Theological Seminary, Dayton, Ohio, in 1979 
and implemented at the College Hill Presbyterian Church in Cincinnati 
(Steinbron, "Providing"). The dissertation describes the developmental 
process and implementation of a pilot program in which a group of five 
lay persons were each given the responsibility to provide pastoral care 
for an assigned group of families. Steinbron reported excellent results 
from the pilot project which included extensive training and supervision 
of the trial group of lay pastors (Steinbron, "Providing" 22-23). 
From this pilot project Steinbron then moved toward a more 
comprehensive implementation of the program at College Hill Church. His 
ultimate goal was to provide pastoral care to the entire congregation of 
2,200 members utilizing lay pastors. Though he admits that this 
ultimate goal was not met, he considered the ministry 70% effective 
based on his own criteria for evaluation. (Steinbron, Can 151). 
After eight years experience with his program, Steinbron published 
a book entitled, Can the Pastor Do It Alone?, in 1987. Designed to be a 
manual for training lay pastors, this book is the primary resource for 
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information concerning his program. It contains biblical, theological, 
and practical guidance for the development and implementation of a lay 
pastoral care program. Written while he was still on staff at College 
Hill, most of the material found in the book describes the program as it 
was then being utilized in his local setting. The book is offered as a 
model from which other churches are invited to develop their own 
ministry of lay pastoring. 
Since publishing his book Steinbron has joined the staff of Hope 
Presbyterian Church in Minneapolis, Minnesota. Having also implemented 
the program at this church, he has expanded his resources through his 
organization, Pastoral Care Services. Though his book is still the 
primary resource for learning the program, he has now made himself 
available for seminars and consulting. Video tapes and a study guide 
for the book are also offered. In addition, a series of five monographs 
have been published which supplement the material in the book. One of 
these, "The Twelve Foundation Blocks," organizes the essential elements 
of the program in a way not included in the book. 
A network of churches who are using the program has been organized 
around a newsletter entitled, Network News. The majority of the 
material in the newsletter is written by Steinbron, though articles and 
testimonials are included from other sources as well. The newsletter is 
also used as a promotional tool with seminar information and a list of 
resource materials available for purchase. 
The Structure of the Program 
Unless noted otherwise, the source for the data in this section is 
from Steinbron's book, Can the Pastor Do It Alone? The organizational 
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structure of Steinbron's program is relatively simple. Persons who have 
been trained as lay pastors assume the responsibility to provide 
pastoral care for five to ten individuals or families. Steinbron 
defines pastoring as "caring for another by giving one's self in 
Christian love to a relationship in times of weakness and times of 
strength" (39). 
The specific responsibilities of lay pastors are clearly set forth 
in a job description which includes four tasks. These are simplified by 
the use of an acrostic, P.A.C.E. 
P-Pray for each one regularly 
A-Be available 
-Q-Contact each one on a regular basis 
E-Provide a Christian example (63) 
Steinbron estimates that the average lay pastor can expect to spend two 
to ten hours each month fulfilling the responsibilities (Steinbron, 
Network, 21:3). 
The goal of the program is that every family in the church will 
have a lay pastor. By providing a lay pastor for every family the 
church can be assured of better meeting the care needs of the entire 
congregation. 
An essential part of the program is the existence of a leadership 
group within the church who has ownership of the ministry. This insures 
ownership of the program by more than just the pastoral leadership. 
This group is also necessary to help administer the program through all 
of its phases (58). 
There are four definable tasks for leadership which are ongoing in 
the implementation of the program. These include congregational 
preparation, recruitment, training, and supervision. Preparation is 
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essential to educate the congregation to this ministry (60). It lays 
the foundation for all that follows. Since the concept of a lay person 
providing pastoral care is foreign to most people, the church as a whole 
must understand what the program is all about. Otherwise many will 
resist or resent another lay person being their lay pastor. Steinbron 
offers numerous suggestions for preparing the congregation. 
1. Preach a series of sermons on the subject. 
2. Hold classes to coordinate preaching, teaching, study and 
discussion. 
3. Communicate via church paper and pastoral letters. 
4. Share your actions, vision and plans with your people and 
invite them to be with you in action and spirit. 
5. Hold "Lay Witness" renewal weeks or weekends. 
6. Have selected books on gifts for ministry, lay 
involvement in ministry, etc. to sell and/or borrow. 
7. Observe members who are already caring for others. Every 
church has them. Encourage them and draw their attention to 
their effective ministry (60-61). 
Steinbron uses the phrase "calling forth" to describe the process 
of recruitment his program recommends (82). He believes persons should 
become lay pastors only when they have a conviction that God has called 
them to this ministry (84). He sees this as a process through which 
persons are made aware of the need for lay pastors and respond to the 
possibility that God may be calling them into this ministry. Those who 
ultimately become lay pastors will follow a five-step process. 
1. Attend an equipping seminar. 
2. Fill out an application form. 
3. Be accepted (their call confirmed). 
4. Be commissioned by the laying on of the hands of elders. 
5. Receive a flock to pastor (89). 
Training in Steinbron's program is accomplished through an 
intensive, fifteen hour seminar. It is usually held on a single 
weekend, beginning on Saturday morning, and concluding Sunday afternoon. 
The seminar includes twelve units that rely on the material found in the 
book. Unit titles are listed here. 
Unit 1 The Concept of Lay Pastoring 
Unit 2 The Biblical Basis 
Unit 3 Who Needs It 
Unit 4 What a Lay Pastor Does 
Unit 5 Pastoral Supervision (94) 
Unit 6 Being Professional (95) 
Unit 7 Being Precedes Doing (97) 
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Unit 8 Imperatives for Personal Spiritual Health (102) 
Unit 9 The Anatomy of a Visit (107) 
Unit 10 Authority to Pastor (112) 
Unit 11 The Lay Pastor Listens (114) 
Unit 12 Confidentiality (119) 
Steinbron also encourages the continuation of training beyond that 
which is received in the initial seminar. This is made available 
through special seminars, books, and other occasions when lay pastors 
can increase their knowledge and skills for ministry (122). 
The last task for leadership is the supervision and maintenance of 
the lay pastoring program (71-78). This includes the assignment of 
groups to the lay pastors and then overseeing and supporting the program 
on an ongoing basis. Steinbron allows lay pastors to request up to 50% 
of the families to be assigned to them. The rest are assigned with 
considerations of age, geographic locations, and personalities. Lay 
pastors are expected to take at least five families and are usually 
limited to ten. 
Steinbron gives special attention to the task of maintaining the 
program. Included is a system of accountability in which lay pastors 
are expected to report on first visits and make monthly reports of their 
activities in the ministry (71). He also emphasizes the need for 
fellowship meetings designed to support and encourage lay pastors in 
their responsibilities (125). His concern is that lay pastors receive 
adequate care themselves. 
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Steinbron provides suggestions for moving a church from awareness 
of the need for a lay pastoral care program to implementation. He names 
seven steps. The first is to prepare the people. This is followed by 
calling a ministry group together. This group then designs the basic 
structure of the particular program to be utilized. Next, the various 
components of the program are developed along with specific plans for 
implementation. The plan is then adopted by the official board of the 
church. The sixth step is to call forth, equip, and commission persons 
to be lay pastors. Finally, families are assigned and the actual 
ministry is begun. 
The Twelve Foundation Blocks 
A helpful resource for understanding Steinbron's program is his 
monograph which sets forth "twelve principles to build a successful lay 
pastoral care ministry" (Steinbron, Twelve 1). Most of the information 
that is included in this monograph is included in his book, but the 
organization of the material into twelve "foundation blocks" is 
different. The twelve principles are taken from this monograph and 
• 
summarized below (Steinbron, Twelve). 
Vision. Foundation Block #1. A vision for a lay pastoral care 
ministry includes four elements. First, it must be biblically based. 
Second, it must emerge in response to actual needs of the congregation. 
Third, it must also be supported by prayer. Finally, it must be shared 
with and by the leadership of the church. 
Ownership, Foundation Block #2. In order to be effective, 
ownership of the ministry must be shared by leadership. A small group 
which shares the vision and takes responsibility for the ministry is 
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therefore important. Each member of this group should make the ministry 
a priority. Involvement in scheduled meetings by the leadership group 
is also an essential part of ownership. In addition, there should be 
some kind of official commissioning of those who become lay pastors. 
Design, Foundation Block !3. Steinbron suggests four steps in 
designing the program for a local church. First, determine the purpose, 
goals and objectives that the program is intended to meet. Second, 
create a structure for the ministry around which the program is 
organized. Third, develop job descriptions for those who are involved 
in the ministry. Fourth, be sure that the design is built on all twelve 
of the foundation blocks. 
Call, Foundation Block #4. Those beginning a lay pastoring 
program are encouraged to develop a plan for recruitment based on 
"calling forth." Spiritual giftedness for pastoring and a divine call 
to the ministry are essential for those who participate as lay pastors. 
Confirmation of the calling process culminates in public recognition and 
acceptance of lay pastors through some type of commissioning. 
Equipping, Foundation Block #5. A biblical view of equipping 
recognizes that God uses people, His Spirit, and the Scriptures to 
accomplish the preparation process. A course must be designed that 
equips lay pastors to understand what they are to be and do. It is also 
necessary that the person doing the equipping is qualified and competent 
to teach. In addition, the program needs to provide for ongoing 
training beyond the initial course. 
Accountability, Foundation Block #6. 
essential to the success of the program. 
A system of reporting is 
Only with a system of 
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accountability can the leadership of the church be assured that care 
needs are being met. In addition, a process of supervision where 
someone, hopefully another lay person, will discuss the progress with 
each lay pastor is crucial. Accountability is also accomplished through 
small group meetings where sharing can take place between lay pastors. 
Affirmation, Foundation Block #7. Creative affirmation of lay 
pastors should happen in a number of ways. These include public 
recognition of both the ministry and those doing it, annual ministry 
celebrations, and recognition events. Ongoing affirmation should also 
occur through the supervision process and through one-on-one expressions 
of appreciation. 
Support, Foundation Block #8. It is important for the vocational 
pastor to provide support for those doing the ministry. Thus the pastor 
should be available to help deal with problems and answer questions. 
Support also comes through continuing education, the arrangement of 
prayer partners, and through the supervision process. 
Fellowship, Foundation Block #9. Steinbron believes in the 
importance of fellowship among lay pastors. Fellowship is enhanced 
through the regular meetings with lay pastors along with other specially 
planned social events. 
Communication, Foundation Block #10. Suggestions for 
communicating with lay pastors include a monthly newsletter, church 
paper articles, special mailings, personal witness during worship 
services, and personal communication. 
Evaluation, Foundation Block #11. Evaluation is needed to be sure 
the ministry is accomplishing its objectives, learn where improvements 
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or changes are needed, and to determine whether the ministry should 
continue. Evaluation is of no use, however, unless the results are 
utilized to improve the ministry. 
Maintenance, Foundation Block #12. Keeping up with the day-to-day 
maintenance of the ministry is an essential part of the program. This 
will involve keeping records, processing reports, getting out a 
newsletter, and other responsibilities. It is also necessary to review 
the ministry groups to be sure they are current. 
Expected Difficulties with 
the Program 
Steinbron's program has been in use now for over fifteen years. 
From the literature it is possible to project where difficulties may 
arise during implementation and maintenance of the ministry. The book 
lists seven difficulties Steinbron has encountered in his years of 
experience with the program. These are important to consider during the 
development phase of a new program so that they may be anticipated and, 
hopefully, dealt with adequately. 
Some people feel they do not need a lay pastor and resist someone 
reaching out to them (Steinbron, Can 128). Even with the best 
preparation it is inevitable that all will not respond favorably to 
having a lay pastor. Steinbron suggests that if resistance continues 
after the real purpose of the ministry is explained, an appropriate 
response is for the lay pastor to reduce the level of pastoring. He 
proposes the formula, "maximum prayer/minimum contact" (Steinbron, Can 
129) . 
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Lay pastors can become frustrated with people's busy schedules and 
problems making contact with them (Steinbron, Can 130). If this 
challenge continues, Steinbron believes it is probably better to again 
reduce the efforts to what can reasonably be accomplished. 
, 
Lay pastors may fail to fulfill responsibilities and neglect those 
for whom they are responsible (Steinbron, Can 130). When this happens, 
the lay pastor may begin to feel guilt and find it difficult to begin 
. 
again doing the ministry. It is important for the program leadership to 
help people be accountable and overcome their failures. Here good 
communication and working with people to find solutions to the problems 
is essential. 
There are times when lay pastors deal with problems they cannot 
solve (Steinbron, Can 133). During these times it is especially 
important that the lay pastors know what is expected of them and how to 
utilize their available resources. 
Lay pastors experience differing degrees of acceptance and 
effectiveness in their ministry (Steinbron, Can 135). Some people will 
resist care so lay pastors will have experiences when they will not feel 
effective. Lay pastors must understand it is their faithfulness to the 
ministry rather than people's response that is most important. 
Some find it difficult to provide care for those who have no 
apparent needs or crises (Steinbron, Can 136). During these times 
Steinbron suggests that lay pastors work to build friendships. 
Equipping lay pastors to take initiative for contact during non-crisis 
times is important since this is the most common kind of care they will 
express. 
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Some people do not feel pastored unless the ordained clergy are 
calling on them (Steinbron, Can 139). Steinbron believes in a firm and 
consistent approach, emphasizing to people that it is through the lay 
pastoring program that the church cares for its people. He 
acknowledges, however, that in the cases of some older people the 
ordained pastor will have to stay involved. In addition, he believes 
that with some cases requiring "heavier pastoring," in which difficult 
personalities or situations are involved, the professional clergy may 
have to take initiative. 
The most recent monograph written by Steinbron is titled, Some 
Common Problems. In it he deals with five additional difficulties, some 
of which are actually variations of those found in the book. What if 
the lay pastor is rebuffed by the person to whom they reach out? When 
this happens, lay pastors are encouraged to "back off" but not "back 
t " ou . Continuing to pastor by continuing to utilize PACE will enable 
the lay pastor to be in a position to show love when circumstance may 
change in the future (2-3). 
What if the lay pastor becomes frustrated? Frustration is usually 
the result of negative or mixed responses from those to whom the lay 
pastor reaches out. Steinbron emphasizes that the problem with 
frustration lies with the lay pastor, not the other person. He 
encourages five responses; pray for one's self, love the other person, 
be patient, have faith and hope, and be persistent. In addition, he 
suggests lay pastor's share their feelings with each other to develop 
support and accountability (3-4). 
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Lay pastors often feel guilty in their ministry. To overcome 
this, Steinbron counsels the need to distinguish between true and false 
gui It and to be aware of trying to meet unreal istic expectations. I t is 
also important that the leadership be sensitive to this problem and 
respond to it with support and counsel. Occasionally lay pastors must 
be given permission to withdraw from the ministry (4-5). 
Some people either appear to have no needs or are convinced they 
have no needs. When confronted with these persons lay pastors will 
often feel unneeded or unwanted. However, everyone has needs for which 
pastoral care can be helpful. The concept of need should be expanded to 
include the need to grow spiritually, the need for encouragement and 
affirmation, the need to be remembered, and the need to be prayed for. 
Lay pastors are encouraged to learn and implement t I •• non-criSiS 
initiative" skills for making contact (5-7). 
Lay pastors may feel that they are unqualified to care for others 
because of problems which exist in their own lives. Steinbron offers 
three suggestions in responding to those feelings. First, be sure that 
lay pastors are not simply rationalizing a self-centered desire to quit 
the ministry. Second, help them recognize that God has always used 
struggling, imperfect people to fulfill his mission in the world. In 
fact, sometimes a person with problems can best minister to others who 
are experiencing similar difficulties. Third, consider the possibility 
of giving lay pastors undergoing severe personal difficulties a 
temporary leave of absence from the ministry. If this is necessary lay 
pastors should receive continuing support and love while working through 
their problems (7-9). 
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One other difficulty is consistently addressed in Steinbron's 
writings. This is the challenge of instilling adequate motivation in 
lay pastors. Since the responsibilities of a lay pastor require a 
significant amount of self-motivation, a lack of motivation can be a 
real problem. In the twelve issues of Network News examined, no less 
than five articles address this issue. One of Steinbron's monographs is 
devoted entirely to the challenge of motivating volunteers to ministry 
(Steinbron, Motivating). In it he provides both theoretical information 
and practical advice on how to motivate people to action. Keeping lay 
pastors motivated thus poses a major challenge for this program. 
A Ministry with a Proven 
Track Record 
Steinbron's program is appealing because it has been in use for 
over fifteen years. At the time Steinbron wrote his book he reported on 
what was over ten years of experience with the ministry (Steinbron, Can 
21). He does not suggest that implementation has been without its 
problems. He has, however, endeavored to apply responsible evaluation 
to the ministry and appears to be able to demonstrate its effectiveness. 
According to his data, Steinbron asserts that the ministry has been 70% 
effective (149). 
In addition to Steinbron's personal success in the two churches he 
has served, he also points to its effectiveness in many other churches. 
In the book he includes testimonials from other churches who have 
adopted or adapted his model (Steinbron, Can 183-193). He also devotes 
a chapter to a report from a smaller church which has implemented a 
program of lay pastoral ministry (195-207). 
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The popularity of the program is also promoted in the quarterly 
newsletter which in 1991 was being sent to more than 1,000 churches. It 
is not possible to determine exactly how many churches actually have 
implemented this program at the present time. In the last edition of 
the newsletter: Steinbron refers to a survey sent to fifty churches 
which he knew had a lay pastoral care program. Of these, twenty-one 
returned the survey, of which twenty had a program functioning. Sixteen 
of them reported their program was at least 50% effective (Steinbron, 
Network, Issue 24). No statistics have been found that indicate the 
percentages of churches that have implemented and then discontinued the 
program. 
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CHAPTER 4 
Design and Implementation of the Program 
Even though Steinbron's program for lay pastoral care has served 
as a model for this project, the actual program, as it was finally 
designed and implemented, included some adaptations. This chapter 
provides the rationale for the design of the program and a description 
of its essential components. Special attention will be given to those 
aspects of the program which differ from Steinbron's model. 
The first section of this chapter discusses the critical 
~ 
theological and practical considerations which were used to inform the 
design process. The section following describes the steps taken to 
design the program. The third section focuses on the specific 
objectives which the program was intended to fulfill. The fourth 
section is a description of the program as it was designed. The last 
section reports on the actual implementation of the program. 
Theological and Practical Considerations 
The conclusion was made earlier that there are no theological 
reasons for insisting on only one correct model for a lay pastoral care 
program. This does not mean, however, that there are not important 
theological principles which should guide the design of any particular 
program. In addition to these, a number of practical considerations 
must be considered which influence the effectiveness of the program. 
This section first explains these basic theological ideas which are 
considered essential to this program. Following this is a list of some 
of the practical concerns which were used to inform the design process. 
Theological Principles Regarding 
the Laity. 
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Three issues regarding the laity are critical to the design of a 
lay pastoral care ministry: first, the position of the laity in the 
church; second, the role of the laity in ministry; third, the 
principle of equipping the laity for ministry. 
the Position of Laity in the Church. The discussion in Chapter 2 
clearly established that there is no theological justification for 
distinguishing clergy from laity on the basis of position or status. 
While there may be some functional differences between clergy and 
laity, there is no reason to consider one more important or more 
necessary than the other. A more adequate understanding of laity 
includes all the church, in which the clergy is an integral part. The 
term "lay" is not a term which implies a position of inferior status or 
competence, but rather identifies one as a full participant in the body 
of Christ. 
This principle affects the design of a lay pastoral care program 
in two ways. First, the use of the word "lay" does not imply that this 
ministry is being done by those of a lesser status in the church. When 
pastoral care is being furnished by a lay person there is no reason to 
suggest that the care is inferior just because it is not provided by a 
member of the clergy. As Garlow has said, there is no place for the 
atti tude which says, "but I am just a layman" (Gar low, Partners 38). 
The term "lay" should not imply a compromise in the quality of the 
care provided or in the competence of the one giving it. From a design 
perspective, this means two things. First, lay pastors should be taught 
Rogers 99 
that the care they provide is not inadequate or less effective because 
they are not professionals. Second, the program should include adequate 
training to enable lay persons to provide the best care they are capable 
of giving. They need not have all the skills of a professional pastor, 
but they should be equipped in the fundamentals of pastoral care. 
The Role of Laity in Ministry. The conclusions of Chapter 2 also 
included that the laity are to be considered full participants in the 
church's ministry. Kraemer's phrase, "the church is ministry," is the 
foundation upon which a theology of the laity is based (Kraemer 136). 
The implication of this is that the church (the laity) does not just 
have a ministry, but is in its very essence, ministry. Without the 
existence of ministry in the church, Kraemer would argue that the church 
is not really present. 
Kraemer goes on to define ministry primarily as diakonia or 
service (143). To be truly a part of the laity, therefore, means to 
become involved in the ministry of service. Ministry is not the 
responsibility of a select few within the church, but includes all who 
are a part of the church. Anyone who is a lay person is, by definition, 
a minister. 
This principle informs the design of a lay pastoral care program 
in a number of ways. The self-perception of tile laity must be adjusted 
from what generally exists in the church. As Garlow has pointed out, 
the term "minister" must never be used to denote the pastoral leadership 
of the church (Garlow, Partners 110). Lay people must be consistently 
taught the biblical view that to be a Christian means to be a minister. 
The church must understand that when one becomes a Christian, one also 
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becomes a minister, regardless of whether or not they choose to become 
involved in the lay pastoral care ministry. 
The design of the recruitment phase of the ministry is also 
informed by this principle. Christians who are convinced they 
themselves are ministers will be more inclined to respond to the 
invitation to become involved in a ministry of lay pastoral care. 
One of the great benefits of a lay pastoral care program is that 
it provides an opportunity for people to become involved in ministry in 
a way not previously available. A common misconception in the church is 
that only those who have leadership skills, musical talent, or teaching 
ability can effectively minister in the church. A lay pastoral care 
ministry utilizes gifts for ministry that are often neglected in other 
organized ministries in the church. The congregation should understand 
that the lay pastoral care program is an opportunity to use spiritual 
gifts which may not be used otherwise in organized ministries. 
The Equipping of the Lait¥.for Ministr~. That lay persons be 
convinced of the need for their involvement in ministry is not enough. 
Both biblical and practical considerations require that they also be 
equipped and enabled to perform ministry. The equipping process 
includes two aspects. 
First is the need for Christians to identi fy their spiritual 
gifts. The program for lay pastoral care must be designed so that 
discovery and recognition of gifts for ministry is possible. The 
recruitment phase of the program must include provisions for this. The 
training material must make clear that even though everyone is gifted 
for some kind of ministry, not everyone has the spiritual gifts that 
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equip one for involvement in lay pastoral care. On the other hand, 
there are many who need to realize they do possess these gifts and 
become involved in this ministry. 
Second, gifts for ministry must be developed and nurtured. That 
is why training is an integral part of the program. In the training 
process the clergy have a special role to fulfill. While it is not the 
responsibility of the clergy (pastor) to do the ministry of the church, 
the clergy are to be equippers and enablers for ministry (Stott 45). 
Because of their specialized training and experience, pastors should 
understand their role in the church more as a "coach" than a "player" 
(Trueblood, Incendiary 43). 
The design of the lay pastoral care program must maintain the role 
of the pastor as enabler. Emphasis should be placed on the training 
phase of the program. Getting people to be involved in a ministry is 
not enough. They must also be prepared for the ministry through 
adequate education. In addition, it must be remembered that enabling 
means more than educating. An enabler also encourages, motivates, 
supports and disciplines. Because of this, the design of the program 
must provide a maintenance structure in which the pastor continues to 
fulfill enabling responsibilities. 
Theological Principles Regarding 
,. 
Pastoral Care 
The phrase "pastoral care" must be carefully considered in the 
design of a lay pastoral care program. Two issues are especially 
important to the design of the program. The first concerns the 
definition of the phrase, pastoral care, and especially the meaning of 
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" t 1" pas ora . The second addresses the question concerning who bears the 
responsibility to provide pastoral care. 
A Definition of Pastoral Care. Careful consideration was given in 
Chapter 2 to this question. The term "pastoral" does not refer to those 
who provide care but rather to a particular type of care. Since the 
term "pastoral" has its roots in the shepherd metaphors for care, to 
care pastorally is to care like a shepherd cares. For the Christian, 
this means to care in the same way that Jesus, the "Good Shepherd" 
cares. To give "pastoral care," therefore, is to give care like Jesus. 
The design and implementation of a lay pastoral care program must 
reflect this truth. The very essence of what a lay pastor does is 
determined by how one understands pastoral care. 
This definition eliminates the idea that a lay pastoral care 
program is intended to replace the pastor. Lay pastors should not be 
taught that they are being asked to fulfill the responsibilities and 
functions of the pastor of the church. The recipients of this care 
should be taught that a lay pastor is not trying to take the place of 
the pastor, but rather seeking to provide care that has special 
quali ties. 
The definition of pastoral care also helps lay persons understand 
their qualifications for this ministry. Since pastoral care refers to 
the type of care rather than the person who provides care, laity more 
easily perceive the possibility that they can be lay pastors. This 
helps to overcome the fear and intimidation many might feel during the 
recruiting process. 
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Finally, a correct understanding of pastoral care affects the 
design in formulating the job description of a lay pastor. Lay pastors 
must have a clear understanding of what pastoral care is. The 
effectiveness of the program will hinge on how well lay pastors 
understand the expectations of the program. Unless the expectations are 
clear, the lay pastor will be inclined to use the pastor of the church 
as a model rather than Jesus. If this occurs, feelings of intimidation 
and inadequacy are sure to follow. 
The Responsibility for Provid~ng Pastoral Care. Since pastoral 
care is a particular quality of care, the responsibility for providing 
that care lies with the church as a whole, which includes both clergy 
and laity. Even though the pastor, who is actually a part of the laity, 
participates with the church in the fulfillment of this duty, it is not 
exclusively a clergy obligation. The whole church bears the 
responsibili ty. 
Again, the implications for program design are significant. I 
have been motivated to develop this program partly becau~e of my 
frustration in being unable to provide adequate care to a growing 
congregation. But this point redefines the problem. The reason for 
having a program of lay pastoral care is to enable the congregation to 
fulfill its responsibility, not to help pastors fulfill theirs. The 
congregation should be educated to understand that this program is not 
intended to do what the pastor cannot do alone, but to do what is 
actually not the pastor's responsibility in the first place. 
Since the responsibility for providing pastoral care lies with the 
whole church and not just the pastor, the role of the pastor must be 
Rogers 104 
redefined. The primary role of the pastor is as an equipper and an 
enabler who provides very important care functions. The pastor should 
train all the laity to provide pastoral care, not just those who become 
a part of the program. All Christians need to be taught how to better 
love and care in the name of Jesus. Of course, the pastor does possess 
special training and expertise that will need to be utilized in some 
situations. The pastor must be the one to provide the care on some 
occasions. However, the pastor or the congregation should not assume 
the responsibility for providing care lies primarily with the pastor. 
Mutuality in Ministries of Caring. Ministry is mutual. This 
principle noted in Chapter 2 may be easily overlooked in the development 
of a lay pastoral care ministry. Mutuality in ministry is applied in 
two ways. First, care ministry, by its very nature is two-way. When 
one expresses love and care, the person who is the giver will also 
become a receiver. By providing care to someone else the caregiver also 
becomes a recipient of blessing and fulfillment. 
In this program caregivers must be taught to recognize and 
appreciate the benefits in this type of ministry. The question, "What 
is in this for the lay pastor?" (Steinbron, Can 91) is a valid one. One 
objective for the program is that lay pastors themselves will benefit 
from being involved in this ministry. 
The principle of mutuality in the ministry of caring is also 
experienced through the changing circumstances of life. Everyone 
inevitably needs to receive care. Understanding the principle of 
mutuality helps caregivers remember that even though, at present, they 
may be the givers of care, the time will come when they will be the 
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recipients. 
The principle of mutuality, therefore, motivates caregivers and 
protects them from false pride. They know that the care they now give 
they themselves will eventually need to receive. 
Some Practical Considerations 
for the Program Design 
In addition to the theological issues listed above, other 
practical considerations have guided the design of this program. Here 
are some of the more significant ones. 
The Use of the Shepherding Metaphor. Lay pastoral care ministries 
often build on the shepherding metaphor. Some rely almost exclusively 
on shepherding terminology (Grantham, Ver Straten, Growth Publications). 
Lay persons are encouraged to adopt the role of a shepherd who takes 
care of a flock of people. In Steinbron's model shepherding terminology 
is not as prominent as in other programs. He does, however, use the 
term "flocking" to refer to the process by which families are ass igned 
to lay pastors. 
That the shepherding motif has both biblical and historical 
precedence was noted in Chapter 2. However, there are reasons to 
question the use of shepherding terminology when applied to a lay 
pastoral care ministry. Only three biblical passages apply shepherding 
terminology to leaders in the church (John 21:15-17, Acts 27-28, 1 Peter 
5:2-3). In each of these the terminology focuses primarily on the 
function of a shepherd rather than the position of a shepherd. In the 
Old Testament the term shepherd is consistently applied to Yahweh and in 
the New Testament to Jesus. Instead of laity being the shepherds of 
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flocks, they are called to care for one another like the Good Shepherd 
does. 
Problems arise when the title of shepherd is applied to a person. 
The shepherding motif was familiar in the time in which the Bible was 
written, but in today's culture a majority of people are unfamiliar with 
what shepherds do. People who have been exposed to Christian teachings 
may understand the concept, but newer people in the church may not. And 
since a lay pastoral care ministry is designed to reach out to the very 
people who are most likely to be unfamiliar with the terminology, 
shepherding terminology could cause confusion and misunderstanding among 
those who need most to benefit from the ministry. 
Furthermore, the title, shepherd, implies that the flock is 
composed of sheep. A shepherd is by definition superior to and 
supervisor over the flock. The principle of mutuality mentioned above 
should preclude such a view of the relationship of the lay pastor with 
his or her assigned families. A more accurate application of the 
analogy identifies both lay pastor and assigned families as sheep. One 
of the sheep has accepted the responsibility to love and care for some 
of the other sheep with the kind of love demonstrated by Jesus, who 
alone is the Good Shepherd. 
Because of the above considerations, the decision was made to 
avoid the use of shepherding terminology to define positions and 
functions. Lay pastors will not be referred to as shepherds or lay 
shepherds, and the families assigned to them will not be called flocks 
or sheep. This does not mean, however, that the principlesderiv~d from 
the shepherding analogy should not be used. Lay pastors will be taught 
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what it means to follow the example of the Good Shepherd. Ideas from 
model programs which utilize shepherding terminology may also be used in 
this program. 
Granted there exists some inconsistency in using the term "lay 
pastor." Since the phrase, "pastoral care," refers to the quality of 
care which this program intends to provide, the use of lay pastor seems 
natural. It will be essential, however, that both concepts, "pastoral 
care" and "lay pastor" be clearly taught both to those who serve as lay 
pastors and to those who are to be the receivers of their care. 
Precautions must be taken both in the design of the program and in the 
implementation process to avoid difficulties that may develop due to 
misunderstandings of the terms. 
Steinbron also used the term "pastoring" to describe what lay 
pastors do. He defines this as "caring for one another by giving one's 
self to Christian love in a relationship in times of weakness and times 
of strength" (Can 39). Though the definition of "pastoring" is quite 
acceptable, there are again some reasons for not using the term in this 
way. Since a pastor's role is to equip and enable others for ministry, 
to use the term pastoring to refer to the tasks of pastoral care is 
inconsistent and potentially confusing. "Pastoring" more accurately 
refers to the process of preparing people for ministry. To be 
"pastored" would be to be trained and readied to be involved in serving 
and meeting the needs of others. More correctly, the task of the lay 
pastor is not to pastor, but to be a pastoral care giver. The program 
which is being designed is not a "lay pastoring" program, but rather a 
"lay pastoral care" program. 
. . 
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This distinction may seem rather trivial but is actually quite 
important to the design of the program. Lay pastors are not being asked 
to do the work of the pastor. Neither are they expected to have the 
same abilities and responsibilities of the pastor of the church. In 
this program, the lay pastor is called upon to be a pastoral care giver. 
Unless this distinction is consistently maintained, confusion of roles 
and responsibilities will inevitably occur. 
The Necessity of On-Purpose Care. Some may argue that the kind of 
care this program is intended to provide is that which the church should 
be providing without the existence of an organized program. If 
Christians are truly fulfilling their ministry they will automatically 
provide pastoral care. However, without some program which organizes 
and assigns responsibilities for care, the potential that many needs 
will go unmet is great. The purpose of having a program of lay pastoral 
care is to ensure that everyone who is in need of care receives it. If 
the church takes its responsibility to care for its people seriously, it 
must provide some organizational structure for care giving. 
Thus if the program is properly designed, it should increase the 
likelihood that needs which might otherwise be missed will receive 
attention. This affects how the program is organized and what specific 
elements are included in the lay pastor's job description. 
The Need for Practicality. That this program is to be based on 
solid biblical and theological concepts is not enough. It must also 
have practical qualities which flow out of those concepts and meet the 
needs of its particular context. Four of these needs are discussed 
here. 
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First, a need exists for excellence in the program. Unless the 
program is well conceived, carefully planned, and consistently 
supervised, there is great potential for failure. Even though the 
theological and theoretical motivations for the program are correct, a 
poorly run program will not be effective. 
Second, the program should have realistic expectations. Most of 
those who are likely to be involved in a program such as this will have 
many other obligations. Programs are often planned with expectations 
requiring far more time than busy people are able to give. The program 
needs to be designed to effectively accomplish its purpose without 
overwhelming the participants. 
Third, the program needs to be prepared for difficulties. It must 
anticipate where lay pastors are likely to encounter problems and equip 
them to effectively deal with them. 
Finally, to be practical, the program needs to take into 
consideration the need for motivation. To a large extent this program 
will rely on participants being self-motivated for ministry. But it 
cannot ignore the issue of motivation and must be designed to overCome 
the tendencies of those who lack it. 
The Design Process 
The process of designing the lay pastoral care program utilized in 
this project went through five phases. 
The first involved exploration and research. Much of the material 
in this dissertation is the result of this research and was necessary to 
ensure the program was based on a solid biblical and theological 
foundation. 
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A second phase of development, which was actually integral to the 
first one, was the selection of the model program. The process and 
reasoning for this phase was provided in chapter 3. 
The third phase in the design process was to formulate the basic 
elements of the program. The model program is the primary source for 
these. Many of the specifics of the design were flexible enough that 
lay participation could be included in the design process. However, to 
have already determined the fundamental structure of the program so that 
the committee would have a basis on which to work was important. 
Fourth, a committee was formed to assist in the final design 
process. This committee was selected from two sources. Three of the 
members were board members who had been assigned to a standing committee 
which had responsibilities for lay ministries. Three other members were 
selected from the congregation at large. Since the board members on the 
committee were all male, the decision was made to include two women. 
The additional members were also selected because they had expressed 
interest in this kind of ministry, 
This committee met on numerous occasions to review issues related 
to design and to offer suggestions for the overall program, However, 
the committee found it difficult to make many significant contributions 
to the actual design, Most of the work in developing the details of the 
program was done by the pastor who then presented the results to the 
committee for feedback and approval. The failure of the committee to be 
more actively involved in the design process has probably hindered 
genuine ownership of the program by the members. 
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Fifth, specific components of the program were designed. The 
objectives and goals of the program were defined and the organization of 
the program and the job description of a lay pastor was determined. 
Also, the strategy for introducing the program and recruiting 
participants was worked out. And finally the training curriculum was 
developed. 
After the design process was completed, the program was presented 
to the church board for adoption. The polity of our church does not 
require action by the board for this type of program. However, this was 
important to help avoid the perception that this was just the pastor's 
program and to improve ownership of the ministry by the church. 
Objectives of the Lay Pastoral Care Program 
In order to be able to adequately evaluate this program it is 
important to define its objectives. This section will name and explain 
the three objectives adopted. 
To Provide Adequate Pastoral Care for 
Every Member of the Congregation 
Providing adequate care to every member of the congregation is 
also the primary objective named by Steinbron in his program (Can 161). 
This goal is actually an ideal one since it is unlikely that any program 
can guarantee complete fulfillment. However, it can be quantified and 
partially achieved by having enough lay pastors so that every family in 
the congregation can be assigned to a lay pastor. 
The primary concern here is that the people of the church be 
nurtured with love and attention. Not every need in people's lives can 
be met, but every need can at least be responded to with prayer and 
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interest. A program of lay pastoral care should be able to ensure that 
everyone in the congregation knows that someone cares about them 
personally. In addition, the program should provide a structure so that 
when the needs of people become known there is someone who assumes the 
responsibility to respond personally to that need. 
To Eliminate the Loss of People 
Due to Inattention 
Every church has "cracks" through which people occasionally fall 
wi thout anyone really noticing they are gone. Churches which have 
experienced significant growth in a short period of time find this to be 
an especially critical problem. Growing churches must develop 
ministries which assimilate people into their circles of fellowship, 
This process often fails because no one in the church takes personal 
interest in new people to help them feel wanted and included. A program 
of lay pastoral care should be able to meet this need for personal 
interest. 
We can identify at least three groups of people for whom this kind 
of care is especially needed. One group is composed of the visitors and 
newcomers to the church. Such persons are easily overlooked, especially 
if they do not already have re lationships wi th other people in the 
church. A lay pastoral care ministry should be able to reach out to new 
people with warmth and welcome in order to encourage them to become a 
part of the church. 
Fringe attenders also need attention. They participate in Sunday 
morning worship but often slip out of services quickly after dismissal. 
They also can be absent from services for a number of weeks without 
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anyone really noticing. Since they are usually not a part of a small 
group such as a Sunday school class, choir, or fellowship group, it is 
less likely that anyone will take the responsibility to follow-up on 
them. A lay pastoral care ministry should help the church provide more 
effective care for these persons. 
The last group for which this objective is concerned is the drop-
out members. These are persons who have been faithful and involved but 
for some reason have ceased to be a part of the church's ministries. 
There is a real need for the church to have trained lay people who can 
reach out to these people with interest and concern. 
To Encourage Growth through 
Involvement in Ministry 
This program should also benefit those who participate as lay 
pastors. If the program is effective, lay pastors should experience 
positive results in their own lives. Steinbron lists five benefits to 
be realized by lay pastors. 
1. Accelerated spiritual growth. • 
2. The joy of new friendships and deep relationships. 
3. An inner sense of fulfillment that comes from utilizing 
one's gifts in significant ministry. 
4. The caring person is cared for in the act of caring. 
5. The future benefit. (Can 91-92) 
A lay pastoral care ministry, if it is to be effective, must result in 
these positive outcomes in the lives of those who are involved. Without 
them enthusiasm and motivation for involvement will inevitably diminish. 
A Description of the Program as Designed 
The design of the program of lay pastoral care for this project 
has its primary basis in Steinbron's model. Some adjustments were made 
in terminology, but these did not change the basic structure of the 
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program. Those adaptations which have been implemented serve primarily 
to simplify the model. Even though the changes were not drastic, they 
are enough to warrant a rather detailed description of the specific 
program designed for this church. 
The Basic Structure of 
the Program 
This program seeks to organize a lay pastoral care staff which 
will work together to provide pastoral care to the people of the 
congregation. Those involved in this ministry will consider themselves 
an integral part of the ministry team of this church. They will provide 
an essential service for the church which, were it not for the program, 
would likely not be done. 
The pastoral care staff will be composed of persons who have been 
"called forth" to this ministry (Steinbron, Can 83). Persons who 
participate in this ministry should have a sense of calling to this 
ministry. Potential lay pastoral care staff members are required to 
receive training provided in a lay pastoral care training seminar. Once 
they have completed the training, those who continue to feel led into 
the ministry are asked to fill out an application as an indication of 
their willingness to be a part of the pastoral care staff. 
The lay pastoral care staff will be formally commissioned into 
this ministry during a morning worship service. The purpose of a 
commissioning service is to help the congregation as a whole to 
recognize this ministry as an integral part of the church's ministry. 
The commissioning service will also serve as a reminder to the lay 
pastors of the seriousness a:nd importance of this ministry. 
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Lay pastors have the choice to work as individuals, husband and 
wife teams, or in other pairs. Each lay pastor or lay pastoral team is 
asked to take responsibility for eight to twelve families for whom they 
will provide ongoing pastoral care. The specific responsibilities of 
the lay pastors are explained in the next section. 
The process of assigning groups takes into account a number of 
considerations. Lay pastors are given the opportunity to choose up to 
half of their group, although no guarantees can be made that they will 
receive all those for whom they have asked. The assignment of families 
will be based on perceived personality compatibility and geographic 
locations. An attempt will also be made to balance family assignments 
between involved and fringe attenders. In some instances lay pastors 
will be assigned families who may not presently be attending but are 
believed to have outreach potential. 
Lay pastors are to indicate the number of families for which they 
are willing to be responsible. The final decision of how many families 
to assign will be based on the time availability of the lay pastor, the 
amount of care those in the assigned care group are anticipated to need, 
and the total number of families in the church for which care is needed. 
The goal will be to keep the groups small enough so that new families 
may be assigned very soon after beginning to attend church. 
The program also includes a system of accountability, Lay pastors 
are asked to report on their first visits with families as well as their 
monthly activities. In addition to this, quarterly meetings with the 
lay pastoral care staff will be held for the purpose of support, 
encouragement, and further training. 
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The Lay Pastor's Job Description 
In Steinbron's model, the lay pastor's job description was based 
on the acrostic, P-A-C-E. These stood for prayer, availability, 
contact, and example (Can 63). An adaptation of this has been adopted 
for this ministry, utilizing a new acrostic, P-E-A-C-E. These stand for 
prayer, example, available, contact, and encourage. Each of these key 
words relate to an element in the lay pastor's job description. 
Lay pastors are expected to pray for those in their care group on 
a regular basis. The most important thing they can do for their 
families is to pray for them. They are to make a list of their care 
group along with specific needs. Prayer for the group should focus on 
each individual family member and be done on a daily basis. For some 
members of their group this may be the only care lay pastors will be 
able to provide. 
Lay pastors are to be an example of Christian love to their 
groups. The privilege of ministry must be earned by establishing 
credibility as a Christian. People will notice actions more than words, 
so the behavior of lay pastors is very important. 
Lay pastors are asked to pay close attention to four areas of 
their lives. The first is life-style. Lay pastors are expected to have 
life-styles consistent with Christian values and the standards of the 
church. Second, they must be faithful to the ministries of the church 
by regular worship attendance and participation in other church 
services. Third, they must be examples of Christian love. Lay pastors 
are to discover ways of expressing love and interest in the lives of 
their assigned families so that the love of Christ will be clearly seen. 
Rogers 117 
The last area is personal spiritual growth. Lay pastors are not 
expected to be perfect examples of the Christian life, but they should 
be growing examples. 
Third, lay pastors should be available to the families in their 
group. This is done first by communicating that they are available as a 
friend and are willing to be of help when needed. They must also follow 
through through with help when the time comes that a request is made. 
Lay pastors are also encouraged to be sensitive to unspoken requests for 
help. 
A major component of the lay pastor's job description is to make 
contact with the group on a regular basis. Contact with group members 
can happen in two ways. One is incidental contact in which 
circumstances bring them together. This may be at church, stores, or 
other public places when paths may cross. Lay pastors are encouraged to 
take full advantage of these occasions by being friendly and showing 
interest. Anotller kind of contact is purposeful contact, which happens 
when a special effort is made to get together or have communication. 
This kind of contact is important and necessary because it lets those in 
the group know that genuine interest and care exists. Purposeful 
contact may be through personal calls in families' homes, invitations to 
the lay pastor's home, going out to eat together, telephone calls, and 
even cards and letters. 
Lay pastors are asked to engage in three levels of contact. 
First, they should have at least some contact with the families in their 
group at least once a month. This can include speaking to them at 
church, a quick telephone call, incidental meeting in public, or 
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correspondence through the mail. Second, lay pastors are asked to have 
some kind of in person, purposeful contact with group members at least 
once a quarter. Although making personal calls in the home is the 
obvious way of fulfilling this expectation, many other ways of getting 
together may be used. Lay pastors are encouraged to use creativity to 
discover effective ways to make meaningful contact with the members of 
their group. Third, contact should include sending cards and notes on 
special occasions, such as anniversaries, birthdays, holidays, or times 
of illness or death. 
These expectations are intended to be both realistic and flexible. 
They need not be rigidly applied in every situation. Moreover, not 
every family will be receptive or in need of this kind of contact. 
There may be occasions when a lay pastor will need to back off from 
contact, while still maintaining interest through the other elements of 
the job description. 
Finally lay pastors are to be encouragers to their group by 
showing genuine interest and care, being a good listener, being positive 
and affirming, and expressing appreciation and affirmation. To be an 
encourager is a part of the job description that was not found in 
steinbron's model. Its purpose is to help lay pastors understand that 
they are not being asked to be confrontational in their relationships. 
Rather than being discipl inarians, they are to be encouragers. 
Even though not a part of the formal job description, lay pastors 
are also asked to help monitor the church attendance of those in their 
group. Lay pastors will watch for their families at church and notice 
when they have been missing for a number of weeks. When such absences 
" 
• 
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occur, lay pastors are to make some kind of contact and, if they 
consider it necessary, to notify the pastor. 
Tasks for Implementatioll 
Once the basic structure of the lay pastoral care program had been 
decided and the responsibilities which lay pastors were to fulfill had 
been identified, the process by which the program would be implemented 
needed to be determined. Six different tasks were identified as 
essential to the implementation of the program. To a large extent these 
are leadership and administrative responsibilities. The success or 
failure of the program depends greatly on how well each of these are 
performed. 
Education and Preparation of the Congregation for Lay Pastoral 
Care. Effective education and preparation of the congregation for this 
ministry is important for two reasons. First, acceptance of the 
ministry by those who would be receiving care depends to a large extent 
on how well people understand it. Problems with people being threatened 
or resentful of lay pastors will be avoided if the members of the 
congregation understand the purpose of the lay pastoral care program. 
Second, education is crucial because the recruitment process depends on 
it. When Christians understand the validity of lay ministry and the 
responsibility of the church to care for its people, they become more 
likely to respond to the need. People will not choose to participate in 
a ministry in which they do not believe or understand. 
In a manner consistent with Steinbron's suggestions, numerous 
tools for educating the congregation were planned. The two. major ones 
are sermons and a special Sunday school class. Sermons are used to 
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teach the congregation about lay ministry and the responsibilities of 
the church to love and care for its people. During the months leading 
up to the formal announcement of the lay pastoral care program the focus 
of preaching is to be on tJlese topics. The purpose is to convince the 
congregation that every lay person is a minister and that involvement in 
ministry is not really an option for the sincere believer. Special 
attention is given to the biblical basis for lay ministry and 
congregational responsibility to provide care for its members. 
The second tool for educating the congregation is a special 
unified adult Sunday School class in which the lay pastoral care program 
is formally introduced to the congregation. In this class the biblical 
and theological basis for lay pastoral care is briefly explained and the 
practical necessity for lay involvement is presented. The basic 
structure of the lay pastoral care ministry is then described along with 
the responsibilities of a lay pastor. It is essential for the 
congregation as a whole to understand the purpose and function of this 
ministry in order for the ministry to be accepted. The outline for this 
class is included in Appendix A. 
The educational process is to continue after the Sunday school 
class through announcements, newsletter articles, and any other 
opportunity that presents itself. An especially useful time for 
congregational education comes when the lay pastors are commissioned 
into ministry. Not only is the congregation introduced to those who are 
becoming lay pastors, but the role lay pastors are to play in the 
ministry of the church is explained again. 
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Another opportunity to educate the congregation about the program 
occurs when lay pastors actually begin their ministry. Before lay 
pastors make the first contact with their families a letter is sent from 
the pastor. This letter clearly explains the lay pastoral care ministry 
and helps prepare the way for the lay pastors to begin reaching out to 
their families. A sample of this letter is included in Appendix D. 
Recruitment of Lay Pastors. Steinbron likes to use the phrase 
"calling forth" for the process of recruiting lay pastors (Can 79-92). 
This terminology is maintained in the design for gaining volunteers for 
this program. The initial part of recruitment is actually the 
educational work described above. The first time people are encouraged 
to consider becoming lay pastors is during the unified adult Sunday 
school class when the program is formally introduced to the 
congregation. At the cOllclusion of this class the training seminars are 
announced and registration forms for the classes are made avai Iable. 
People were assured that taking the training classes did not obligate 
them to become a lay pastor. 
Very little pressure is used to encourage people to register for 
the training. Announcements about the classes continue for the next 
several weeks and the importance of registering emphasized. Only in 
some unique situations are people given personal invitations to 
register. These are people who the pastor believes have some special 
qualifications or gifts for this ministry but are believed to be 
unlikely to take the initiative to register on their own. 
The training seminar is itself an essential part of the 
recruitment process. During this training people are taught the 
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necessary skills for being lay pastors and are helped to see their own 
potential in this ministry. Care is taken not to make people feel duty-
bound to become lay pastors while at the same time to help them overcome 
feelings of inadequacy and insecurity which may discourage them 
inappropriately. 
At the end of the training seminar applications for becoming lay 
pastors are distributed. Those completing the seminar are asked to pray 
about their possible involvement in the program. Assurance is given 
that the pastor will not pressure them into applying but if they would 
like to discuss it with him they may. Applications were to be turned in 
within three weeks if they wanted to become lay pastors. 
Steinbron's model suggests some ways of screening people for this 
ministry (Can 88-90). The decision was made that no formal screening 
process would be utilized in this program. The required training 
seminar was believed to be effective in eliminating those who would be 
unsuitable for the program. If someone who is obviously unfit for the 
program goes through the training and applies to be a lay pastor, some 
steps to redirect that person in ministry will be taken. 
Once the lay pastoral care staff has been formed and the 
assignments made, the final step in the recruitment process is to 
commission them into the lay pastoral care ministry. The commissioning 
ceremony was to be held during the Sunday morning worship services. The 
commissioning ritual is included in Appendix H. 
Training for Pastoral Care. Steinbron's model calls for a twelve 
unit, fifteen hour seminar to be held on Saturday and Sunday. Some 
serious concerns about the format and length of Steinbron's curriculum 
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led to some significant adaptations. Because the training for this 
model departs so much from the model, the rationale for doing so is 
provided here. 
Many of those who were thought to be prospective lay pastors are 
also the parents of young children. An all day Saturday and Sunday 
afternoon format would likely cause many of these to choose not to 
participate. The choice was made to offer the seminar in two formats . 
• 
It would be offered in one hour sessions during the Wednesday evening 
service time. This would allow parents to participate while their 
children were attending children's activities taking place at the same 
time. The training would also be offered in two Friday evening and 
Saturday morning seminars for those whose schedules did not allow them 
to attend on Wednesdays. 
Another concern was with the length of the curriculum. Because of 
tIle schedule of church activities, it was considered unreasonable to 
spread the Wednesday seminars out over twelve weeks. In order to be 
able to implement the program by the desired date, shortening the number 
of sessions was essential. If future seminars are conducted in 
circumstances when time constraints are not as crucial, more time can be 
taken. 
The entire training manual written for the training seminar is 
included in Appendix C. The number of sessions was reduced to six. 
Many of the basic subject matters addressed in the training are drawn 
from Steinbron's training manual. The content was reduced to that which 
was considered critical for the preparation of lay pastors. A strong 
emphasis was placed on practical matters, especially the kinds of 
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situations for which lay pastors most needed to be prepared. Since the 
entire training manual is included in the appendix, only a summary of 
the training curriculum is included here. 
Session one is entitled "Lay Pastoral Care by the Book." Students 
are taught the biblical foundations upon which a ministry of lay 
pastoral care is built. The purpose is to convince those in the class 
that lay pastoral care is not only an acceptable way for the church to 
care for its people, but is, in fact, the biblical plan. Special 
emphasis is placed on teaching students that "pastoral care" is a 
special quality of care, not care provided only by the pastor. 
Session two answers the question, "What Does a Lay Pastor Do?" In 
it the basic structure of the lay pastoral care program is outlined. 
Also the job description for lay pastors is explained fully. 
The next three sessions focus on specific skills needed by lay 
pastors. Session three is "Providing Routine Pastoral Care." It gives 
advice on showing care to people who do not have any pressing needs. 
Special attention is given to preparing lay pastors to make calls on 
people they do not already know. 
Session four teaches "Pastoral Care in Crisis Situations." Lay 
pastors are prepared to minister love to people who are experiencing 
some kind of crisis. General principles are taught followed by 
suggestions for dealing with specific kinds of situations in which 
people may be experiencing some sort of pain. 
Session five prepares people to provide "Pastoral Care with 
Difficult People." Lay pastors are equipped to deal with people who may 
not respond well to expressions of care or who may have difficult 
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personalities. Helping lay pastors know how to react when people resist 
or reject their efforts to provide pastoral care was particularly 
important. 
The last session is called, "The Lay Pastor as Responsible and 
Accountable." The theme is "excellence in ministry" and teaches lay 
pastors the need for accountability through reporting. In addition, 
students are taught the basics of conducting themselves as 
professionals, with an emphasis on maintaining conf identiali ty. 
Because of the amount of material to be covered, the format of the 
presentation is primarily lecture. However, significant opportunity is 
provided for questions and other points of discussion. At the end of 
the training students are then invited, but not pressured to apply to 
serve as lay pastors. 
Implementation of the Program. Once all the applications to 
become lay pastors are received, implementation of the ministry involves 
three steps. First, families are assigned to lay pastors. As mentioned 
earlier, lay pastors can decide on the number of families to be assigned 
and may request up to half of their families. The careful assignment of 
• 
families was very important. 
Next, a commissioning service is held in which applicants are 
officially recognized as members of the church lay pastoral care staff. 
This is to be done during Sunday morning worship services so that the 
greatest number of people possible will see the ceremony. The ritual 
for the commissioning service is included in Appendix H. 
Finally, lay pastors are helped to begin their ministry. They 
were expectated to reach out as soon as possible to each family in their 
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group. A personal letter from the pastor is sent to each family who has 
received a lay pastor. This letter illtroduces both the program of lay 
pastoral care and the lay pastor. The purpose of the letter is to 
assist the lay pastors to make their first contacts. This is especially 
needed when lay pastors may not be acquainted with the family they are 
to contact. A sample of this letter is in Appendix D. 
Maintaining the Program. Once the program is implemented the 
design calls for a number of activities which help keep the ministry 
functioning. The first of these is the request that lay pastors report 
on their activities. Some may find this responsibility difficult to 
fulfill, so regular encouragement to do so will be needed. 
Ongoing support for the ministry takes four basic forms. First, 
quarterly lay pastoral care staff meetings will be held for the purpose 
of passing along information, sharing of experiences, motivation, 
solving any problems which may arise, and fellowship. Second, 
newsletters will be sent to lay pastors. Announcements, other helpful 
information, and continued encouragement is the expected content. 
Third, additional training opportunities will be offered which will have 
value not only to lay pastors, but also to other members of the 
congregation who may be interested. Fourth, the pastor will stay in 
personal contact with the lay pastors. They are encouraged to call him 
with any problems they may be experiencing. In addition, it is hoped he 
will call them occasionally to discover how they are doing and to offer 
encouragement and advice. 
As with any new ministry, some problems will arise that will 
require adjustments and changes. The design of this program has 
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hopefully allowed enough flexibility to respond to difficulties when 
they arise. 
Evaluating the Program. Evaluation of this program takes two 
forms. First informal evaluations were gathered throughout the 
implementation process. During the first year of the program efforts 
were made to assess the ministry and determine whether changes need to 
be made. 
This project also calls for a formal evaluation of the program. 
Some evaluation instruments will be used both during and at the 
conclusion of the test period to determine the effectiveness of the 
program. These are fully explained in the chapter on evaluation. 
The Report on Implementation of the Program 
This section provides a chronological report on how the program 
was implemented to demonstrate the extent to which the actual 
implementation has been consistent with the design. Any departures from 
the design will be given special attention. 
Committee Participation in 
Program Design 
The church board of the Middletown church is divided into four 
committees, each of which takes responsibility for specific areas of 
ministry. When the board was organized in May of 1993, the committee 
responsibilities were adjusted to reflect changing priorities for the 
church. The four committees were worship, evangelism and outreach; 
fellowship and special events; buildings, grounds, and equipment; and 
lay and compassionate ministries. This last committee was designated to 
give special attention to the need for improved care ministries in the 
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church. 
Included in the responsibilities of the lay and compassionate 
ministries committee was the development, implementation, and 
supervision of a lay pastoral care ministry. The committee was composed 
of three members of the church board. In its first meeting the decision 
was made to add three other members to the committee. Since the board 
members of the committee were all male, two females were included along 
with another person who had expressed interest in this kind of ministry. 
These six persons then formed the committee to work with the pastor in 
the final design of the lay pastoral care program. 
TIle basic idea of the program had already been introduced with 
posit.ive response to the church board in an earlier meeting. The pastor 
described the program for lay pastoral care more fully to the committee 
and explained that they would be providing guidance for the development 
of the final decisions for its design. The committee influenced the 
design of the program in three areas. 
A major concern raised by the committee was how well lay pastors 
would be accepted by those for whom they were to provide care. A number 
of things were included in the design of the program to try to alleviate 
this problem. Throughout all of the implementation process it was 
repeatedly emphasized that lay pastors were not trying to take the place 
of the pastor, but rather seeking to express love and concern in ways 
that were modeled after the example of Jesus Christ. 
The committee was also concerned with the level of time commitment 
the program would require from lay pastors. They felt making the 
program too demanding would diminish its effectiveness. Their response 
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was to carefully define the expectations of the lay pastor and encourage 
volunteers to be conservative in the number of families for which they 
would accept responsibility. 
The third impact of the committee was on the length and format of 
the training. They participated in the decision to reduce the number of 
sessions from twelve to six and to offer the training seminar in two 
formats. Their concern was to involve more people in training so 
ultimately more would be involved in serving as lay pastors. 
The committee met consistently throughout the summer and much of 
the fall of 1992. All but one of the committee members eventually 
became lay pastors. The one who chose not to participate did so 
because of personal time commitments, not because of a lack of support 
and enthusiasm for the program. 
As the program was implemented, the need for input from the 
committee for the program declined significantly. Meetings of the 
committee during 1993 were primarily to reflect on personal challenges 
and experiences with the program. 
Congregational Preparation and 
Preliminary Recruitment 
Beginning in June, 1992, a number of steps were taken to begin 
educating the congregation for a lay pastoral care ministry. These are 
described below. 
During the summer a consistent theme in sermons by the pastor was 
lay involvement in ministry. These themes were included as parts of at 
least half of the sermons preached. Three sermons dealt specifically 
with issues relating to lay pastoral care. They are summarized below. 
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The first was based on Romans 12: 3-9 in which the various gifts of 
service were described and the need for Christians to be faithful to use 
them. Special attention was given to those gifts of ministry which are 
especially needed for caring ministries. 
Another sermon which built on this same theme was from Ephesians 
4:7-13. Again the importance of lay involvement in ministry was 
emphasized. In this sermon, however, the focus was on the proper 
responsibility of church leadership to be involved in equipping and 
enabling ministries. 
The third sermon was drawn from Acts 6:1-7. The decision of the 
early church to appoint persons who would be responsible to provide 
special care needs was used as a model. Church leadership must 
prioritize its ministry while also ensuring that important needs are 
met. • 
The program of lay pastoral care was formally introduced to the 
congregation in a special adult Sunday school class held on August 30, 
1992. During the weeks preceding the class, announcements were made in 
publications and from the pUlpit that this class was going to be held. 
Encouragement was given to those who did not usually attend Sunday 
school to plan to attend. Attendance for the class that day was 162, 
which was an increase of about 35 over the average adult Sunday SCllool 
attendance. 
The outline for this class is included in Appendix A. The pastor 
presented the material in a lecture style which seemed to be well 
recei ved by the class. Many favorable comments were heard afterwards. 
In addition to explaining the program of lay pastoral care, two things 
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were especially emphasized. One was that in order to be a lay pastor 
one must take one of the lay pastoral care training seminars. The other 
was that to register for a lay pastor training seminar was not a 
commitment to become a lay pastor. Registration forms for the training 
seminars were made available and those interested were encouraged to 
register before the first seminar which was to begin on September 30. 
During the month of September announcements were made from the 
pulpit and in church pUblications concerning the upcoming training 
seminar. By the end of the month registrations for the training totaled 
about thirty-five. Most of these came in without any personal 
communication between the pastor and people. A few people who the 
pastor thought would be especially effective as lay pastors were 
encouraged to register but little pressure was exerted to do so. 
Training Seminars and Final 
Recruitment 
Those who registered for the lay pastoral care training seminar 
were asked to choose from three options. One was a series of six one 
hour sessions to be held on Wednesday evenings during the regular mid-
week service time. The first of these was scheduled for September 30, 
1992. The other two options followed a Friday evening and Saturday 
morning schedule. The Friday evening session was from 6:00 - 9:30 and 
the Saturday morning one was from 8: 00 - 12: 00. These were held on 
October 9-10, 1992 and November 6-1, 1992. 
The Wednesday evening format was the most popular. It had a total 
of thirty-five persons participating, some of whom had not pre-
registered. The first weekend session had nine persons while the second 
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one had thirteen. A total of fifty-seven persons were trained. 
Students were very faithful to attend all the sessions and those that 
missed were faithful to make lip the time by attending the appropriate 
sessions on a weekend or listening to an audio tape of the session. 
The manual for these training sessions was written by the pastor. 
Each student received a personalized notebook with the material for the 
class. The format was primarily lecture though opportunities for 
questions and comments were given. The manuals were designed so that 
students needed to follow along with the content by filling in blanks. 
Since a copy of the manual is included in Appendix C, the content of the 
seminar is not included here. 
Response to the training was enthusiastic. Evaluation forms were 
passed out after the class so that students could express opinions 
concerning the class. The general response to the training was very 
positive. The most common comment was the wish for more time to be 
spent on some of the issues. Many also commented that the training was 
considered valuable regardless of whether a person became a lay pastor. 
A copy of the training evaluation form is included in Appendix I and a 
summary of the results is included in chapter five. 
In the last session of the training seminar the application 
process for being lay pastors was explained. Students were encouraged 
to pray and think about their involvement in the program. They were 
asked to turn in applications within three weeks following the end of 
the • semlnar. 
Of the fifty-seven persons who took the training, a total of 
forty-three individuals applied to be lay pastors. This means that 75% 
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of those who were trained volunteered to become lay pastors. Fifteen of 
these chose to serve as individual lay pastors. Three of these were men 
and twelve were women. Nine couples also applied to work as husband and 
wife teams. Another two couples asked to work as a team of four, Six 
other individuals applied to work as two member teams. Two of these 
were female teams and one was composed of men. 
Assigning Families and Starting 
the Program 
The last training session was concluded on November 11, 1992. 
Applications were received until December 1. The month of December was 
used to make family assignments in preparation for starting the program 
near the beginning of January. This turned out to be a major task which 
took a significant amount of time. The pastor undertook this 
responsibility primarily on his own, though input from the lay pastors 
and the committee was received. 
The number of families requested ranged from a low of two to a 
maximum of ten. The average request was for six families which resulted 
in the potential for nearly 170 families to be assigned to lay pastors. 
The total number of families for which the church had responsibility at 
the time was approximately 250, This meant that by excluding lay 
pastors from the list of those needing lay pastors, nearly all in the 
congregation could be assigned. The decision was made, therefore, to 
attempt to assign every family which did not include a lay pastor in it 
to one of the lay pastoral care groups. 
Nearly every application to become lay pastor included some 
requests for families, These were honored as much as possible, An 
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attempt was also made to assign families with considerations for 
geographic location and personality compatibility. Special attention 
was paid in the assignment of those families which were considered more 
difficult or more at risk. 
A total of 204 families were assigned to the lay pastors which 
left only six active families not assigned. To not assign these 
families was considered acceptable since they were mature and committed 
Christians who were involved in other ministries of the church. The 
average size of the groups was seven. The smallest number of families 
assigned was three and the largest was fourteen. Everyone was assigned 
with the maximum number they requested and some were asked to take more. 
In those situations where the number exceeded the request at least some 
of the families who were assigned were considered to be low-need 
families. These were families which were already very involved in the 
ministries of the church and who had strong relationships within the 
church. 
Information was distributed to the lay pastors concerning their 
assigned families during the last week of December. Included in the 
information was a list of the families, addresses, phone numbers, names 
of each family member, birthdays, and anniversaries. In most cases the 
pastor was able to discuss the list with the lay pastors and provide 
some guidance for reaching out to those families with ,,,hom they were not 
fami liar. 
The commissioning service for lay pastors was held on January 3, 
1993. All of the lay pastors were present in both the 8:30 and 10:45 AM 
worship services. The pastor explained the purpose of the lay pastoral 
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care program and emphasized the role lay pastors were to play. A ritual 
was read for commissioning and a prayer was led while the lay pastor's 
knelt at the front of the church. The ritual for commissioning is 
included in Appendix H. The commissioning service was announced as the 
official beginning of the lay pastoral care program. 
Maintaining the Program 
Lay pastors were encouraged to begin their ministry as soon as 
possible after the commissioning service. They were instructed that 
introductory letters would not be sent out until they had been requested 
by the lay pastor. During the month of January a newsletter was 
distributed to the lay pastors which provided reminders and some tips 
for conducting their ministry. The first lay pastor's meeting was also 
announced in this letter. 
A meeting for lay pastors was held on Tuesday evening, February 2. 
All but six lay pastoral care persons or teams were present. The 
purpose of the meeting was to gain feedback and provide encouragement. 
It was noticed at this meeting that many of the lay pastors were having 
difficulty with their first meetings with people. It seemed that some 
people in the congregation did not yet understand the program. Others 
were having difficulty with scheduling and overcoming fear. 
The pastor used this time as an opportunity to encourage the lay 
pastors with reminders that success in the ministry is not judged by how 
well one is received but rather by faithfulness. The job description 
was again emphasized. The meeting also provided a time for 
accountability. Those lay pastors who had not yet made attempts to 
contact families for the first time were instructed to give to the 
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pastor a list of those to whom they wanted letters sent. 
During the next three months lay pastors were given the freedom to 
perform their ministry to the best of their ability. The pastor 
received numerous calls from lay pastors who were having difficulty of 
one kind or another. One situation took special attention. A newer 
family in the church expressed resentment concerning their lay pastor. 
The problems were primarily due to misunderstandings of the program. 
Considerable time was spent on the phone with all the parties involved. 
The situation seemed to eventually improve, though the experience seemed 
to discourage the lay pastor couple significantly. 
Other lay pastors felt they were not being as effective as they 
would like. Some had experienced a degree of rejection. Encouragement 
continued to be offered. None of the lay pastors felt so discouraged as 
to ask to be relieved of the responsibility. 
Some lay pastors expressed great satisfaction with their 
experience during these first months. Many were establishing new or 
renewed relationships with those in their group. 
Reporting during this time seemed to run at about 60%. Many 
turned in first visit reports along with monthly reports. Specific data 
concerning reporting is included in chapter 5 which deals with 
evaluation. 
During March and April a new lay pastoral care training • semInar 
was held with six persons participating. The class was very well 
received, but no one from the class submitted an application to become a 
lay pastor. 
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A second meeting of lay pastors was scheduled for May 2, 1993 . 
• 
This meeting was held after a fellowship dinner following morning 
worship. All but four lay pastoral care teams or individuals 
participated in the meeting. 
In the meeting many people expressed concern over how effective 
they felt themselves to be. Others were also feeling they were not 
fulfilling the expectations for lay pastors and were dealing with 
considerable guilt. Some were experiencing difficulties with arranging 
schedules for personal contact. Some were also expressing feelings of 
being overwhelmed with the responsibilities. The pastor again reminded 
the lay pastors of their true role. They were encouraged to put any 
failures behind them, to do the best they could with their ministry, and 
to remember that anything they did was better than nothing. 
In this meeting the pastor expressed two observations which he 
felt called for some adjustments in the how the program was to be 
conducted. First, there was a need for lay pastors for families who had 
come to the church since the program had been initiated. Since all the 
lay pastors already had the maximum number they felt they could accept, 
new families could not be easily assigned. The pastor asked for any 
volunteers for those who might be interested in assuming some 
responsibilities for some of these new families. 
Second, there was a need for lay pastors to adjust their levels of 
care according to the needs of their families. Lay pastors were given 
permission to reduce their efforts with families who were already very 
involved in the church and who also had a good network of relationships 
within the church. Instead, they were encouraged to place stronger 
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efforts on those persons who seemed to be more at risk. They were told 
that if they needed to discuss these issues with the pastor, they could 
do so at their convenience. 
During the summer months the activity by both the pastor and the 
lay pastors was quite diminished. This was both expected and 
understandable. Communication with lay pastors was primarily through 
personal conversation with lay pastors. 
By September it was becoming evident that some serious 
difficulties within the program were arising. The number of families 
for whom there were no lay pastors was continuing to grow. This led to 
a great deal of frustration for the pastor who felt that some of those 
who were most in need of the kind of care the program was designed to 
meet were the very ones who were not being reached. 
A problem which was not at all well-anticipated arose when lay 
pastors themselves experienced crises which kept them from fulfilling 
their ministry. During these times those for whom they had 
responsibility were either neglected or had to be cared for by the 
pastor. 
By autumn it also had become evident that there were many 
situations when lay pastors had not really fulfilled their 
responsibilities. Unfortunately this was often with those families who 
were most in need of contact through the church. Reasons for the 
failure of lay pastors were often understandable. The problem was that 
when this occurred, the program had no provisions for reaching out to 
these families other than for the pastor to do it himself. 
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Reporting during the summer months became very minimal. 
reports were received from only about 30% of the lay pastors. 
Monthlv 
• 
From 
discussions with those from whom no reports were being received it was 
determined that two things were happening. In some cases, lay pastors 
were continuing to provide care but were not turning in reports. In 
others, lay pastors had become somewhat discouraged and were either 
doing very little or nothing at all. 
It had been planned that another meeting with the lay pastors 
would be held in early Fall. This meeting was never scheduled and 
represents a rather significant departure from how the program was 
designed. The pastor provided support and encouragement for those in 
the ministry primarily through many personal conversations with lay 
pastors. 
Two areas where the implementation of the program did not 
completely follow the design are noted. The first was in the failure to 
have a meeting with the lay pastors in the Fall. The other was in the 
failure to publish a regular newsletter for the lay pastors. An 
important issue to be considered in the next chapter will be the extent 
to which these failures contributed to some of the difficulties 
experienced in the program. 
The program was originally scheduled to be evaluated during 
September. The decision was made to delay this for two reasons. First, 
it was felt that the lay pastors needed more time with the program 
before evaluation would be meaningful. It had become evident that the 
program was not as effective as was originally hoped. It was believed 
that having the Fall months for lay pastors to continue would give them 
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more experience on which to report. 
Second, evaluation was delayed because details for the evaluation 
process had not been sufficiently developed. Additional research for 
this was completed in the Fall months which led to formalized 
evaluations beginning in December. This additional research was 
especially needed since the program had not met with its stated 
expectations. Some adjustments were needed in the evaluation process to 
obtain the kind of information needed to determine those factors leading 
to the shortcomings which were being experienced. 
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CHAPTER 5 
Evaluation of the Program 
The task of evaluating a program as complex as this one is not 
simple. Because the program was not conducted in a neatly controlled 
environment, the methodologies for evaluation are imprecise. This 
chapter is divided into three sections. The first explains the methods 
of quali tative evaluation that are used to evaluate this program. The 
second section presents the data collected for the evaluation. The last 
section uses this data to analyze and evaluate the program against 
various measures of effectiveness. 
Description of the Evaluation Process 
The evaluation process used in this project is based on methods 
for qualitative evaluation of social programs. This section explains 
the rationale for the methodological decisions that were necessary for 
the task of evaluation. 
, 
Formative and Summative Evaluation 
In the Evaluator' Handbook, Herman, Morris, and Fitz-Gibbon 
describe various phases during which evaluation of a program is needed. 
These include program initiation, program planning, program 
implementation, and program accountability (12-13). The evaluation 
reported in this chapter addresses issues relating to all of these 
phases. 
Evaluation of the implementation phase is referred to as 
"formati ve evaluation." It describes "how the program is working and 
contributes to ways to improve i til (Herman, Morris, and Fi tz-Gibbon 13). 
The evaluation presented below addresses how well the program was 
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implemented and what can be done to improve it. 
The type of evaluation used to establish program accountability is 
"summati ve evaluation" (Herman, Morris, and Fi tz-Gibbon 13). It 
determines the outcomes of the program based on its effectiveness and 
impact. The results can be used to "make judgments whether or not to 
continue the program, whether or not to expand it, and whether or not to 
recommend the program for use in other locales" (Herman, Morris, and 
Fitz-Gibbon 13). The evaluation that follows focuses first on 
determining the effectiveness of the program. 
Herman, Morris, and Fitz-Gibbon note that nearly all evaluations 
address both implementation and outcomes. They point out that the 
evaluator must understand the relative emphasis to be placed on each of 
these (15). This evaluation analyzes both outcomes and implementation. 
Questions of outcome are examined first, followed by an analysis of how 
implementation has affected outcomes. 
To understand how this evaluation is conducted one must perceive 
it as a process of working backward through the tasks of the project. 
The first step evaluates effectiveness of the program as it has actually 
been implemented. Once the effectiveness of the program is established, 
questions of causation are addressed. The differences between how the 
program was implemented and how it was originally designed are analyzed 
for their effect on outcomes. In addition, the differences between the 
program as designed for this project and the model program set forth by 
Steinbron are assessed. A key part of this evaluation is a critical 
examination of the basic design structure of the parish model for lay 
pastoral care. 
Concepts of Effectiveness 
and Validity 
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Berk and Rossi name some considerations that guide evaluation 
research and provide a foundation upon which important issues for 
evaluation must be decided. Those with special significance for this 
project are questions of program effectiveness and evaluation validity 
(15-16). 
A program cannot be evaluated for its effectiveness unless the 
objectives and goals for the program are clearly and consistently 
established (15). Effectiveness, however, must still have some 
comparative basis in order for it to be measured. Three meanings for 
effectiveness are proposed. "Marginal" effectiveness assesses the 
effect of some kind of intervention that intends to cause a change (15-
16). "Relative" effectiveness contrasts outcomes when a program is 
either in existence or it is not (16). The last meaning for 
effectiveness is "cost" effectiveness (16). Though usually understood 
monetarily, costs also include time commitments, emotional investment, 
and compromises in priorities. 
In the evaluation that follows effectiveness is analyzed according 
to all three of the above meanings. Relative effectiveness is measured 
by whether the existence of the program has had a positive effect on the 
ministry of the church. Marginal effectiveness is evaluated by whether 
the program has met the objectives and goals set for it. The issue of 
cost effectiveness is often overlooked when evaluating programs of 
ministry. Determining whether the program is being sufficiently 
effective to justify the amount of time and effort put into it by both 
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the lay pastors and the church leadership is important. 
The other task is to determine the validity of the evaluation. 
Both the methodologies utilized and the outcomes should have a level of 
credibility that establishes confidence in the results (16). Berk and 
Rossi stress that "the uncertainty in evaluation results is inherent in 
the social phenomena being studied, and no research methodology, even 
the ideal, can remove it" (17). The strength of the research 
methodologies that are used, however, play an important role in reducing 
uncertainty. 
The issue of validity is an important one for this project. Both 
the type of methodology used for evaluation and the manner in which it 
is applied will be carefully explained and considered throughout this 
chapter. 
A Qualitative Approach 
to Evaluation 
Technical approaches to evaluation distinguish between 
quantitative evaluation and qualitative evaluation (Herman, Morris, and 
Fitz-Gibbon 19), Quantitative evaluation, also called scientific 
inquiry, is characterized by the use of carefully controlled instruments 
of measure. Quantitative methods impose a "high degree of constraints 
on possible outputs" with a "high degree of constraints on antecedent 
variables" (Guba and Lincoln 79). These methods are especially useful 
when programs are implemented in a carefully controlled environment and 
outcomes can readily be measured against some baseline or control group. 
Qualitative evaluation relies heavily on inductive methodologies 
rather than the deductive methods of quantitative evaluation (Herman, 
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Morris, and Fitz-Gibbon 21). Another term for qualititative evaluation 
is "naturalistic inquiry," since its methods of gathering data rely on 
observations, interviews, case studies, and other means of fieldwork 
(Herman, Morris, and Fitz-Gibbon 21). Qualitative evaluation is also 
considered "responsive." Guba and Lincoln adopt this terminology from 
Stake who uses it as a contrast to "preordinate" or scientific inquiry 
(24). Responsive evaluation is characterized by informal orientation, 
constantly evolving evaluation designs, subjective methodologies, and 
more narrative forms of feedback (Guba and Lincoln 28). 
The choice to use a quali tati ve approach to evaluation is 
consistent with the criteria for choosing this methodology proposed by 
Patton. He suggests this approach when the inquiry is especially 
concerned with causal questions. In addition, he recommends it when it 
is important to focus on understanding program processes, document 
variations, and to explore differences between individual participant's 
experiences (14). The results of the naturalistic approach are also 
more holistic, providing a broad understanding of the program being 
examined (17). 
The evaluation contained in this paper intends to do more than 
simply determine whether the program has been effective. A valuable 
part of the evaluation is the search for the causes of any failures of 
the program to meet its objectives. Since the program was implemented 
through many individuals, all with unique and contrasting experiences, 
it is not possible to make determinations of causality through purely 
quantifiable data. More naturalistic methodologies of gathering and 
analyzing information are necessary for this project .. 
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The naturalistic methods used for this evaluation can be divided 
into four types. One is statistical data drawn from available records 
and reports. A second method involves the use of extensive interviewing 
of participants in the program. This includes both those who served as 
lay pastors and those who were the recipients of the lay pastors' 
activities. A third method of gathering data utilizes some specially 
developed survey instruments. The last method reports on observational 
data based on the experiences and insights of the evaluator who has also 
served as the administrator of the program. 
Descriptions of the Sources 
of Data 
This section describes the many sources and methodologies for 
gathering data used in this evaluation. The process of evaluation has 
been carefully developed for this project. As with many qualitative 
evaluations, a broad range of methods and sources are used to build 
confidence in the results. 
Pastoral Staff and General Congregational Activities. Supportive 
data for the evaluation comes from the context in which the lay pastoral 
care program was implemented. Included is information on pastoral care 
activities of the pastor and the pastoral staff, with a special focus on 
the number of home visits made per year. The number of home visits is 
used as a measure of pastoral care activity because it represents a type 
of care expected of lay pastors. 
This study also recognizes that lay persons have been 
participating in pastoral care activities before the implementation of 
the lay pastoral care program. Even though solid statistical data is 
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not available concerning this participation, it is possible to describe 
the intensity and quantity of lay involvement in care ministries. This 
is necessary to evaluate whether the lay pastoral care program has 
effectively improved lay involvement in pastoral care ministries. 
Statistical Data on the Lay Pastoral Care Program. Statistical 
data was collected both before, during, and at the conclusion of the 
test period. The information falls into three areas. The first shows 
what kind of participation there has been in various aspects of the lay 
pastoral care program. It includes information on involvement in the 
preparation process, including both the Sunday school class and the 
training seminar. Statistics are also included on those who applied to 
be lay pastors and the number of families they were assigned. 
The second statistical area describes the activities of the lay 
pastors in the fulfillment of their responsibilities. It provides data 
on reporting, number of contacts made, nlImber of families contacted, and 
trends in participation. 
The last statistical area views the ministry from the perspective 
of the congregation. The percentage of families in the congregation 
touched by the ministry is important. Also included is information on 
those families not touched or not assigned to a lay pastor. 
Evaluation Surveys of the Training Seminars. At the conclusion of 
the training seminars, all participants were asked to fill out an 
evaluation form. A copy of this form is included in Appendix I. They 
were asked to evaluate the format of the training, the value of each 
session. They were also asked to give general comments concerning their 
• experlence. Both those who became lay pastors and those who did not 
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were included in the survey. An indication of the strength of the 
training can be established by this survey. 
Interviewing the Lay Pastors. A major source of data for 
evaluation has come through the interview process. Interviews were 
conducted both with lay pastors and with a sampling of those who had 
been assigned to the lay pastors. Since the information drawn from the 
interview process is the foundation upon which many conclusions are 
built, the techniques for interviewing are described more fully. 
The format for the interviews with the lay pastors was what Patton 
defines as the "interview guide approach" (117). The various topics and 
issues to be covered were decided before the interviews but the exact 
sequence and wording of questions were not. The intent was to create an 
openness in which lay pastors could report on experiences, make 
observations, and offer insights and opinions that might not be 
expressed in a more formalized approach. 
The plan was to interview the individuals or teams as they had 
served during the year. Appointments were made in advance and the 
purpose for the interviews carefully explained. Lay pastors were 
assured that the purpose of the interview was to gain information to 
evaluate the program and was not an evaluation of them personally. This 
was intended to reduce any defensiveness or embarrassment that may have 
been present among those who felt they had not fulfilled their 
responsibilities. 
The interviews began with an open-ended opportunity for the lay 
pastors to say anything they wanted about their experiences, successes, 
failures, problems, or frustrations. Follow-up questions were asked 
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during this part of the interview for clarification or to explore 
related issues. This part of the interview usually lasted from ten to 
twenty minutes. 
The second part of the interview asked for lay pastors' opinions 
about specific issues. Though not always asked in the same order or 
with the same wording, the interviewer addressed five subjects. First, 
the lay pastors were asked whether they felt the expectations as defined 
for them were realistic and appropriate. The extent to which the 
pastors had actually fulfilled the expectations had already been 
determined in the earlier part of the interview. 
Next they were asked whether they thought the program had been 
effective in meeting its two main objectives: to provide adequate care 
for the entire congregation and to close the "cracks" through which 
people might fall because of being neglected. This helped determine the 
awareness of the lay pastors of the activities of other lay pastors. It 
also indicated whether they had realistic perceptions of how well the 
program had been functioning. 
Lay pastors were also asked about how they felt about the size of 
their groups. Nearly all had received the maximum number of families 
they had requested and some had even been given more. They were asked 
if they felt their group was too large, too small, or about right given 
their time commitments and personal abilities. 
Fourth, they were asked what the church or the pastor could have 
done to help them be more effective in their ministry. This question 
was deliberately left open-ended so any feelings of a lack of support 
could be expressed. Of particular interest was whether the failure to 
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have more meetings was a problem for them. Lay pastors who didn't 
mention the lack of meetings were asked specifically whether more 
meetings would have helped. 
The fifth question dealt with how adequate they felt the training 
had been. Feedback on the training immediately following its conclusion 
had been very positive. The concern was whether this opinion had 
changed after a year and whether any difficulties experienced were due 
to some deficiency in the training. 
The questioning part of the interview usually lasted about fifteen 
to twenty minutes. Sometimes these questions gave rise to other 
insights or comments that were useful for evaluation. The pastor used 
the last part of the interview time to provide feedback and 
encouragement to the lay pastors. During this time he expressed some of 
his own observations concerning the program. He also related other lay 
pastor's experiences and discussed various ideas that could be used to 
modify or reorganize the ministry for greater effectiveness. This time 
also lasted about fifteen to twenty minutes. 
lasted about fifty minutes. 
The average interview 
Interviewing Families Assigned to Lay Pastors. More than two 
hundred families were assigned to the twenty-eight individuals or teams 
who were part of the lay pastoral care staff. How these persons 
perceived the program and its effectiveness was also important. 
The decision was made to gather the desired information through 
telephone interviews of a controlled sample of individuals. Several 
considerations went into the decision to use this method. The telephone 
was used instead of personal meetings because of time considerations. 
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The controlled sample was believed superior to a general survey mailed 
to all those who had been assigned a lay pastor since not all surveys 
would be filled out and returned. By using a controlled sample it could 
be assured that data collected was from a broad cross-section of the 
assigned families. Included in the survey was at least one family from 
each lay pastor's group. The sample included persons who were at all 
levels of commitment and involvement in the church. A broad spectrum of 
age and marital status were also included in the survey. 
The controlled sample was selected by two step process. First, 
persons were chosen at random from each of the lay pastors groups. 
After this selection, the sampling was evaluated to insure the type of 
mix and variety that was desired for the survey. 
A comment concerning this controlled sample is in order. I 
recognize that the process of chosing the sample and the size of the 
sample is open to criticism. It will be seen, however, that the results 
of this survey are very decisive, making the conclusion drawn from the 
data very dependable. 
These interviews were designed as "standardized open-ended 
interviews" in which the wording and sequence of the questions were 
consistent in every interview (Patton 116), The phone interview began 
with a brief explanation of the purpose of the call. Interviewees were 
told that the information was being used in research for a Doctor of 
Ministry dissertation. They were assured they were not expected to 
respond in any particular way. 
The interview included four questions. First, "Have you been 
aware of the lay pastoral care ministry that has been utilized in the 
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church during the past year?". This established the extent to which the 
congregation was aware of the program. 
Second, "What do you understand the purpose of the lay pastoral 
care ministry to be?". This determined how well the congregation had 
been educated about the real purpose of the ministry and the true 
function of the lay pastor. 
Third, "To what extent have you been touched personally by this 
ministry?". Persons were asked to rate their responses on a scale of 
one to five. Zero was an option for those who had felt they had 
received no contact. 
Fourth, "What is your opinion of the value of this type of 
ministry in the church?". This question was used to determine if the 
congregation was convinced of the need for a program of lay caregiving. 
The answers to this question reflect how well the congregation had been 
educated in issues of lay ministries and whether a program of lay 
pastoral care is considered important for the church. 
These interviews were conducted in a personal and responsive way. 
After the four questions had been answered, an opportunity was given for 
any other feedback on either the lay pastoral care program or any other 
ministry of the church. 
Survey of the Congregation. Another tool used to measure the 
response of the congregation was a survey administered during Sunday 
morning worship services. The instrument was designed to measure how 
the congregation felt about various care issues. Since it was 
distributed and received during a morning worship service, its format 
was both simple and brief (See Appendix J). 
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The survey was administered twice before the beginning of the 
program and twice after the test period in order to establish a base-
line measurement of responses which could be compared to results 
collected after the lay pastoral care program had been in place. The 
survey was administered when there were as few possible variables that 
might affect the general composition of the respondents. Such variables 
included holidays, extremes in weather, or special events. 
The survey asked the respondents to respond by circling the number 
that reflected their feelings about five statements. Options included 
to agree strongly, to agree, to be uncertain, to disagree, and to 
disagree strongly. Each statement was intended to gain information 
about feelings or perceptions of different aspects of the church's 
pastoral care ministry. A copy of the survey is included in the 
appendix. 
The first statement ("I consider this to be a caring church.") 
sought to determine how well the church perceives it cares for its 
people. 
The second statement ("I feel that this church cares about me 
personally. ") hoped to discover if there was an appreciable difference 
between how people felt the church cares about them personally and how 
it cares for people in general. It also helped establish how many 
people felt that the church was adequately caring for them. 
The third statement (til have personal contact from someone in the 
church other than my family at least once a month.") was included to 
determine how many people really felt isolated in the church. The 
usefulness of this question is suspect because it can be interpreted in 
, 
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a variety of ways. 
The fourth statement ("I believe the pastor should make personal 
calls on me more often.") focused on expectations people have of the 
pastor. Its purpose was to determine whether there were many people who 
felt the pastor should be visiting them more often. The possibility 
exists that some might misinterpret this question, thinking that to 
disagree meant they would not welcome more personal calls from the 
pastor. 
The last statement ("I sometimes wonder if there is anyone in the 
world who cares about what happens to me.") sought to discern how many 
people felt isolated and lonely. 
For the purposes of this evaluation, the first two statements were 
the most useful. This survey is not sufficiently technical to stand on 
i.ts own as a tool for evaluation. No effort is made to argue 
conclusively that tile implementation of the lay pastoral care program is 
the cause of any changes in data. It does have value, however, to help 
confirm the analysis based on other sources of data. The comparisons of 
pre-test and post-test data help confirm the validity of the conclusions 
drawn from the interviews and other observations of the program. 
Personal Observations by the Writer. An important aspect of the 
evaluation will be the personal observations of the program made by this 
writer. As the administrator of the program, I am aware of both 
positive and negative aspects of its implementation and effectiveness. 
I have a unique perspective of the administrative difficulties which no 
one else involved with the program is likely to discern. I have also 
been i.nvol ved in some challenging and frustrating situations faced both 
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by lay pastors and by those for whom lay pastors were to care. 
Both objective and subjective personal observations are used in 
this evaluation. During the course of this project I have been careful 
to observe and record both events and conversations relating to to this 
program. In addition, many observations are reflective interpretations 
of events or experiences which inform the evaluation process. 
Establishing Credibility 
for' the Evaluation 
Since this evaluation depends primarily on naturalistic methods 
for gathering its data and follows principles for qualitative analysis 
of the results, some questions concerning credibility are inevitable. 
Guba and Lincoln have provided guidelines for establishing trust in the 
outcomes that they call "tests of rigor" (103). These will be applied 
to the processes used in this evaluation. 
Guba and Lincoln list four basic concerns. Each of them will be 
discussed briefly here. The first is the "truth value" of the findings, 
which establishes that the findings are credible (104). Steps should be 
taken to avoid distortions arising from interference with the subjects, 
bias by the evaluator, and difficulties with techniques for gathering 
data. 
Two concerns affect the credibility of the results of this 
evaluation. The first relates to distortions that arise from the 
"Hawthorne Effect" (Davies 3). Since most of those involved in the 
project have known that the lay pastoral care program is a part of a 
Doctor of Ministry project, their concern for its success could easily 
affect the results. Three kinds of precautions were taken to counter 
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this tendency. First, the relationship between the program and the 
project was not commonly discussed. Second, it was emphasized that the 
success or failure of the program did not mean the success or failure of 
the dissertation process. The last precaution was taken during the 
evaluation process. Those who were interviewed were instructed that the 
success of the dissertation did not in any way depend on them telling me 
what they thought I wanted to hear. 
The second issue regarding credibility relates to the potential 
for bias by this writer. Since he is the designer, implementor, and 
evaluator of the program, no claim to true objectivity for the 
evaluation can be made. This has been countered by two actions. First, 
I have approached the program with a willingness to conclude that 
failures have occurred and that reporting on them does not mean the 
failure of the project. Second, principles of triangulation have been 
used to test the analysis. Whenever possible, major conclusions are 
supported with data from a minimum of three sources. 
The second aspect of rigor for evaluation according to Guba and 
Lincoln is applicability. It examines whether the results of the 
evaluation can be generalized (115). They argue, however, that in most 
qualitative evaluations claim for true scientific generalization is 
neither appropriate nor necessary. The concern is instead to establish 
the "fi ttingness" of the assessment. The evaluation has meaning for 
other situations only when the context of the original study is 
thoroughly understood. Only then can any suggestions be made concerning 
how the program would work in another situation. 
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This evaluation begins with the examination of one particular 
program implemented in one particular contextual setting. The first 
task of evaluation is to examine what has actually happened in this one 
situation. Following this, questions are asked about how deviations 
from the original design of the program influenced its effectiveness. 
Following this is the analysis of deviations from the model program. 
The last step examines issues regarding the basic structure of the 
design. 
The third issue relating to the tests of rigor is consistency 
(Guba and Lincoln, 120). Consistency addresses the issue of whether the 
results and conclusions of the evaluation would be the same if the 
program were repeated. Guba and Lincoln argue that with qualitative 
evaluation there is no way to test this since the variables experienced 
in the program could never be duplicated. The primary means of 
establishing consistency in a naturalistic study, according to Guba and 
Lincoln, is to subject the results to a kind of audit (121). The work 
of the evaluator is made available to a second evaluator or team who 
examines the work of the first and decides that the same conclusion 
would be reached. 
This aspect of rigor is largely fulfilled through the dissertation 
approval process. The committee composed of an advisor, internal 
reader, and Doctor of Ministry director have the responsibility of 
examining the work of this student and determining its consistency. 
The last test for rigor, according to Lincoln and Guba, is concern 
for neutrality (124). As in any qualitative evaluation, no claim for 
complete objectivity by this evaluator can be made. Guba and Lincoln 
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argue that this is not necessary for this kind of evaluation. Instead, 
the issue is whether the results can be confirmed. The quality of the 
data presented and the manner in which analysis is conducted become the 
major confirmations that the results are dependable. 
This paper includes as much information and data as " IS necessarv 
• 
to establish the validity of the results. A It"t th t s a reSll , 1 may seem a 
the presentation of the material is rather lengthy. This, however, is 
the most suitable way to establish this test for rigor. 
Presentation of the Data 
The data presented in this section is divided into the six sources 
from which it was gathered. It will become the basis for the analysis 
of the program that follows. 
" 
Pastoral Staff and General 
Congregational Activities 
Activities of pastoral care that have relevance for this study 
have three sources. These include the pastor and pastoral staff, the 
congregation as a whole, and the lay pastoral care staff. This section 
provides information on the first two of these. Though precise 
statistical data is not available for much of this activity, some 
reasonably close estimates can be made along with valuable observations. 
Pastoral Care Activities by the Pastor. This pastor does not 
maintain detailed logs of all pastoral activities. Therefore, much of 
the information for this section is drawn from an examination of the 
personal calendar and personal recollection. 
During my first ten years as pastor of this church (1978-1988), 
making calls in the homes of people was a prominent part of my pastoral 
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care activities. It was common for me to make nearly all the calls on 
first time visitors and to make routine visits with regular attenders. 
On average, I was usually in most homes at least everv two years. It 
• • 
was not uncommon for me to make from 100 to 150 110me visits each year. 
As the church began to grow, the practice of making a high number 
of home visits began to become more difficult. This was especially 
evident when the church reached an average worship attendance of over 
200. Administrative responsibilities became heavier, along with the 
number of other activities requiring the "my participation. Much less 
time was available. From 1988 through 1991 the number of horne visits 
dropped dramatically, averaging less than 75 a year. During this time, 
most home calls were on newer people to the church and on people 
experiencing crisis. Until about 1991, I had been in all the homes of 
the congregation at least once. 
During the last three years (1991-1994) the church has experienced 
more growth, exceeding 300 in worship and more than 250 fami lies 
identifying with the church. Two factors have contributed to my making 
even fewer home calls. The first is a dramatic increase in the 
counseling needs of the congregation. Since I am effective in this 
ministry, it has received a high level of priority. Second, my wife and 
I have experienced the birth of two children. I place a high priority 
on spending time with my family. 
Since 1991 the number of home calls per year has dropped to less 
than 50. I no longer find it possible to make all the calls on 
visitors. Many families in the church have never had a home visit from 
the pastor. The majority of home visits are crisis related. 
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Nearly all my pastoral care activities are now crisis oriented. 
Hospitalized persons usually receive personal visits at least twice a 
week. Those who are having surgeries requiring in-patient • serVIces are 
seen before surgery. When possible, I wait during surgery with the 
family. Pastoral care is also conscientiously provided durillg times of 
bereavement. In addition, individuals and families in crisis often 
receive care through counseling services. 
Pastoral Care Activities by the Pastoral Staff. From 1989 till 
1991 the church had the services of a part-time associate pastor who 
volunteered his time to focus on pastoral care and outreach. He was 
active in calling in homes of new people and reaching out to those who 
were not attending. During his years in that position he made fifty to 
seventy-five }10me visits a year. He was also effective in building 
relationships and organizing fellowship activities in the church. When 
he left in 1991 to become the pastor of another church, no one was 
available to fill the vacancy. Since the pastor was also reducing the 
number his home visits, the change in the number of home visits by 
pastoral staff was even greater. 
Since 1990 the pastoral staff has included a part-time youth 
minister. In 1992 the position became full-time and the title changed 
to associate pastor. His pastoral care responsibilities have been 
directed primarily toward relationships with youth. Occasionally he 
responds to crisis situations to which the pastor is unable to respond. 
He makes thirty to forty home calls a year. 
Another staff person who participates in pastoral care 
responsibilities is the part-time children's minister, a position 
Rogers 161 
created in 1991. Her primary responsibilities are for programing and 
administration does not include pastoral care activities. She makes 
about twenty home calls each year, primarily in the homes of children. 
Congregational Involvement in Pastoral Care. It would not be 
accurate to suggest that members of the pastoral staff have been the 
only ones involved in the care ministries of the church. Many lay 
persons are routinely involved in the kinds of ministries that can be 
identified as pastoral. Quantification of these ministries is not 
possible this since there is no reporting of most of these activities. 
While this pastor has served the church he has tried many programs 
f01' calling and providing care. All had some degree of effectiveness 
but none proved to be successful for longer than a few months. These 
have included programs to involve laity in calling on absentees, 
visitors, prospects, shut-ins, and illnesses. 
Two kinds of lay activity in pastoral care have been observed. 
One is care done in fulfillment of some kind of position held in the 
church. Children's workers, volunteer workers, Sunda~, school teachers, 
and other ministries directors provide some pastoral care. In addition, 
many laity regularly express care to those of the church with whom they 
already have relationships. Those persons who are a part of some 
fellowship group in the church usually receive an abundance of attention 
during times of crisis. 
One lay couple in the church who have served an important pastoral 
care function are the directors of senior adult ministries. They are 
very faithful to call on the shut-ins and other older persons of the 
church. A part of this ministry is the distribution of audio tapes of 
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the services to those who cannot attend. They also organize monthly 
fellowship dinners for the senior adults. During an average year they 
make approximately 200 home visits a year, primarily on the older 
members of the church. 
At the time the lay pastoral care ministry of the church was 
implemented no other organized care ministries involving lay persons 
existed. Some lay pastors would undoubtably have been involved in some 
caregiving without the program. It is believed, however, that least 75% 
of the care provided by lay pastors happened because of the lay pastoral 
care program. 
Statistical Data on the Lay 
Pastoral Care Program 
This section gives statistical information on three aspects of the 
lay pastoral care program. TIle first shows levels of involvement ill the 
various aspects of the lay pastoral care program. The second reports 
levels of activity lJY lay pastors. The last examines how fully the 
program has touched the congregation. 
Participation in the Lax Pastoral Care Program. The unified adult 
Sunday school class that formally introduced the ministry of lay 
pastoral care to the congregation was held on August 30, 1992. A total 
of 162 persons attended, which was an increase of more than thirty over 
the average adult Sunday school attendance. Thus a high percentage of 
adults in the church Ims present. Many who were not in the session 
because of other Sunday school teaching duties listened to audio tapes 
• 
of the class. A total of approximately 175 persons received the 
information presented in that class. 
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Fifty-seven persons participated in the lay pastoral care training 
seminars conducted in October and November of 1992. Six more took the 
training in March, 1993. This represents approximately 25% of adult 
constituency of the church, and about 50% of those involved in the 
church's ministry. 
Forty-three persons applied to be lay pastors, which is seventy-
five percent of those who took the training. Fifteen persons chose to 
serve as individual lay pastors. Three of these were men and twelve 
were women. Nine couples applied to work as husband and wife teams. 
Another two couples asked to work as a team of four. Six other 
individuals applied to work as two-member teams. Two were female teams 
• 
and one was a team of men. 
The lay pastoral care staff included a broad range of individllals, 
reflecting the diversity of the church. Table 1 shows the distribution 
, 
of lay pastors according to different variables. Twenty-two of the 
married persons worked with their mates in the program. Of the thirteen 
married persons who did not work with their mates, six had partners who 
either do not attend church or do not profess to be Christians. The 
others had partners who chose not to participate for personal reasons, 
none of which were due to any expressed opposition to the program. 
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Table 1 
Variables Among Lay Pastors 
Age Distribution 
20-29 
30-39 
40-49 
50-59 
60-69 
70+ 
Marital Status 
Single 
Married 
Years in the Church 
1-5 
5-10 
10-15 
15-20 
20+ 
Number of Lay Pastors 
2 
6 
18 
6 
9 
2 
8 
35 
13 
17 
6 
3 
4 
Every lay pastor received the maximum number of families requested 
on their applications and some received more. Those who asked for 
certain families received at least half of their requests. The average 
group included 7.6 families, with a total of 204 families assigned. 
Table 2 lists the number of lay pastors assigned various size groups. 
Table 2 
Number of Families Assigned to Lay Pastors 
Number of Families 
in Group 
3 
4 
5 
6 
7 
8 
9 
10 
12 
14 
Number of Lay Pastors 
with that size of Group 
2 
1 
5 
5 
3 
4 
2 
2 
2 
2 
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Activities of the Lay Pastors. The reports of the activities of 
the lay pastors are based on two sources of information, reports that 
were received and information gathered through the interviews. This 
information is included here instead of with the interview data because 
it is an objective measure of activity that is statistical in nature. 
One indication of lay pastoral care activity was the faithfulness 
of lay pastors to report. Though the importance of reporting was 
strongly emphasized in both the training and in the lay pastoral staff 
meetings, participation in reporting was always less than complete. 
During the year the percentage of lay pastors who reported continued to 
drop. Table 3 shows the declining trend of monthly reports received. 
Five lay pastors turned in no monthly reports at all while another five 
turned in only one. Seven turned in less than a total of five. Sixty-
one percent of the lay pastors failed to report even half the time. 
Only five lay pastors turned in what would be considered a complete set 
of reports. 
Table 3 
Percentage of Lay Pastors Reporting Each Month 
January 61% 
February 57% 
March 50% 
April 43% 
May 32% 
June 36% 
July 21% 
August 25% 
September 32% 
October 25% 
November 18% 
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Table 4 is a summary of the montll1y contact reports submitted. 
Because the reporting was so inconsistent, however, the data from the 
reports does not represent all the activities of the lay pastors. 
Table 4 
Summary of Contacts Submitted in Monthly Contact Reports 
Type of Contact 
Home Visit 
Other Face-to Face 
Visit 
Telephone 
Mail 
Other 
Number Reported 
137 
299 
352 
104 
44 
That reporting declined throughout the year was shown earlier. 
These reporting trends and much of the information found in the reports 
also suggest that many lay pastors became much less active as the year 
progressed. 
Lay pastors were also asked to report on their first visits. 
These visits did not have to be home visits but could be done in many 
settings. Seventeen lay pastors submitted a total of eighty-one first 
visit reports. Twelve of these reported that no personal contact had 
been made. In four these instances the family asked not to be visited. 
The rest were not visited because of difficulties with sclleduling. Of 
the sixty-nine who were visited personally, the lay pastors reported 
good experiences in sixty-six. In three situatiolls the lay pastors 
reported there was some reluctance about their visits. 
During the interview process it was possible to determine how many 
families who had been assigned had actually received care from their lay 
.. _--
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pastors. Contact was rated by the evaluator in three categories. Of 
the 204 families that were assigned, thirty-six were judged to have 
received effective care through the lay pastoral care program. Another 
112 had at least received some personal contact, but experienced much 
less than what had been asked of the lay pastors. Fifty-six families 
were either not contacted at all or were contacted in such a limited wav 
there was no posi ti ve value. Table 5 summarizes this data. 
Table 5 
Families Touched by Lay Pastoral Care Ministry 
(Percentage of Families Assigned to Lay Pastors) 
Families who received 
adequate care 
Families who received 
some care 
Families who received 
no or negligible care 
18% (36) 
55% (112) 
27% (56) 
Another way of analyzing the program is to examine changes in 
church attendance habits. Fifty-three families were assigned who were 
not at the time regularly attending services. These were included in 
the program because they were considered good prospects to respond to 
the care lay pastors would provide. Nine of the families were shut-ins. 
• 
The other 142 attended on a fairly regular basis. Table 6 shows how the 
attendance practices of the families who were assigned changed by the 
end of the year. 
An analysis of those whose attendance habits changed shows that in 
only a very few situations was the lay pastoral care program 
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instrumental. Of those who started attending during the year, only 
three were effectively touched by the program. Of those who stopped 
attending, at least seven received some substantial attention from the 
ministry. In eight cases the lay pastoral care program was totally 
ineffective and its failure may have played a role in their ceasing to 
come. 
Table 6 
Changes in Attendance Practices of Assigned Families 
Were Attending at the Beginning 
and Still Attending at the End 
Were Attending at the Beginning 
and Not Attending at the End 
Were Not Attending at the Beginning 
And Were Attending at the End 
Were Not Attending at the Beginning 
and Still Not Attending at the End 
Were Shut-ins 
122 
20 
9 
44 
9 
Forty nine were identified as having a special need for this 
ministry. These were families who were newer to the church and had not 
developed strong relationships or identification with the church. Of 
these, only three were judged to have received adequate care through the 
pastoral care program. Thirty-one received at least some care, but less 
than what had been expected of the program. Eleven received little or 
absolutely no care. 
• 
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Survey Responses to the 
Training Seminars 
At the conclusion of each training seminar participants were asked 
to fill out an evaluation of the classes. A copy of the evaluation form 
is found in Appendix T. Table 7 is a summary of the responses to the 
training. The vast majority of the comments were very positive, many 
expressing appreciation for the practical information given in the 
classes. Nine persons offered suggestions or criticisms. Four were 
bothered by the pace of the classes, asking that the information be 
taught more slowly. Another four asked that they be given more 
opportunity for class participation and discussion. One person 
suggested more teaching on counseling skills. 
Table 7 
Summary of Responses to Training Evaluation 
Very 
Good Good Acceptable Poor 
1. Did you find the format a good one? 81% 19% 0% 0% 
2. How did you find the over-all 
training? 68% 32% 0% 0% 
3. How well did the training prepare 
39% 41% 14% 0% 
Very 
Poor 
0% 
0% 
0% you? 
they did not know) (4% noted 
Rating of Individual Sessions! 
1- Pastoral Care by the Book 
2. What does a Lay Pastor Do? 
3. Providing Routine Pastoral Care 
Very 
Helpful 
70% 
69% 
81% 
4 . Pastoral Care in Crisis Situations 77% 
5. Pastoral Care with Difficult 
People 72% 
6. The Lay Pastor as Responsible and 
Accountable 75% 
Useful 
Not OK Useless Necessary 
28% 2% 0% 0% 
29% 0% 0% 2% 
17% 2% 0% 0% 
23% 0% 0% 2% 
26% 0% 0% 2% 
23% 2% 0% 0% 
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An additional training • semlnar was conducted in March with six 
persons attending. The intention was to include the same amount of 
class time as the earlier seminars. However, as the sessions 
progressed, the grbup decided that more time would be spent. Instead of 
three two hour sessions, the class took five two hour sessions. 
Feedback from those in this seminar was also very positive. They 
especially enjoyed the opportunity for more class discussion. None of 
those taking the class, however, chose to become lay pastors. 
Administrative Observations During 
Maintenance of the Program 
During the year that the lay pastoral care program was functioning 
many observations about the program were recorded. These observations 
are made from an administrative viewpoint. They are divided into three 
areas. The first discusses the general administrative tasks involved 
with this ministry. The second addresses difficulties experienced with 
the ability to respond to needs. The last examines issues relating to 
the activities of the lay pastors. 
General Administrative Tasks. Early in the year it became evident 
that the administration of this program was going to be much more 
di ff icul t than expected. Supervising twenty-eight lay pastor 
individuals or teams proved to be an extremely demanding experience. 
Th is was made more difficult by the failure of a large number of lay 
pastors to submit reports. Repeated requests for reports in meetings 
held early in the year did not seem to improve the response. 
When the program was designed, it was expected that keeping 
current in the administrative tasks of the program would not be too 
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demanding. It was discovered, however, that other pastoral 
responsibilities had a tendency to cause these responsibilities to be 
neglected. This was most evident in two failures during the year. 
The first was the failure to schedule all the quarterly meetings. 
Only two such meetings were held. One was held in early February, soon 
after the lay pastors had received their assignments. The meeting was 
well attended, with all but four lay pastors present. The second 
meeting was held in early May. A pitch-in fellowship meal following the 
Sunday morning worship service preceded the meeting. It was also well 
attended as only three lay pastors were absent. This meeting focused 
primarily on giving encouragement to the lay pastors, many of whom did 
not feel they were fulfilling their expectations. 
No other meetings with the lay pastoral staff were held after the 
meeting in May. Two more meetings should have been held according to 
the design, one in late summer or early fall and another in late fall. 
The failure to hold these meetings is an important administrative 
departure from the design, the effects of which need to be examined. 
The other administrative short-coming was the failure to print 
monthly newsletters for communicating with the lay pastors. The 
original design called for these to be sent as a resource of 
information, encouragement, and challenge to those involved in the 
ministry. This writer did not anticipate how difficult it would be to 
find the time necessary to create and publish such a document. One 
newsletter was printed in January, but no others were printed. 
In general, the program did not receive the level of supervision 
called for in the design. I failed to communicate regularly with the 
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lay pastors, especially during the last half of the year. Two thillgs 
contributed to this failure. First, I was extremelv busy with other 
• • 
responsibilities, making it difficult to find the time to do many of the 
administrative things that were required. Second, during the last half 
of the year I became disappointed in the program. That the majori ty of 
lay pastors were not functioning effectively was evident. This led to a 
lack of motivation to do some of the things called for in the design of 
the program. 
Difficulties in Responding to Needs. As was noted above, all the 
lay pastors received a maximum number of families when the program was 
implemented. Included in those families who were assigned were many who 
were newer to the church and some who had once attended but were not 
coming at the time. Because these families were included, it was 
be I ieved the program had good potential as an outreach tool for the 
church. 
A problem became evident within the first couple of months. New 
families continued to come to the church. In addition, some families 
who had not been attending but who had not been assigned to lay pastors 
returned. A list of persons for whom lay pastors was needed began to 
grow quickly. However, since all the lay pastors were beginning their 
ministry with a maximum number of families assigned to them, it was not 
possible to assign any of these families to them. In many cases, 
however, these were the families who most needed a lay pastor. 
A source of great frustration was not being able to respond to 
this need. I made two attempts to adjust to it. First, I tried to 
recru it new lay pastors by conducting another lay training seminar. 
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Though the seminar was received well, no new lay pastors applied. 
Second, I discussed the problem with the lay pastors in the May meeting. 
Lay pastors were asked to volunteer to have their groups adjusted to 
include these families but none of them did so. 
Throughout the year the list of those families in the church 
Nithout lay pastors continued to grow. By the end of the year more than 
twenty-eight families had been identified as needing lay pastors. For 
some the window of opportunity had already passed. This failure was a 
cause of extreme disappointment. 
A closely related problem was the need for adequate follow-up of 
first-time visitors to the church. The design of the lay pastoral care 
program did not make provisions for this type of ministry. In order for 
the church to respond to this need, an additional program was needed. 
The lay pastoral care program actually contributed to difficulties in 
organizing a separate ministry to reach out to visitors. Those who were 
best suited for this ministry were already committed and involved in the 
lay pastoral care program. Some efforts were made during the year to 
organize a more effective ministry to visitors, but they were not 
successful, primarily due to the lack of willing participants. 
The last observation concerning the ability of the program to 
respond to needs relates to lay pastors themselves. Since the lay 
pastors were not assigned to another lay pastor, it was assumed that the 
pastor would continue to be responsible for their pastoral care needs. 
The result was that the pastor continued to assume sole responsibility 
for more than thirty families. Because of this, the pastoral care needs 
of the lay pastors were sometimes neglected. In addition, the pastor 
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continued to have the responsibility of responding to all the crises in 
the families of lay pastors. This also proved to be a very large burden 
during the year. 
Observations of the Activities of Lay Pastors. The lay pastoral 
care program was effective in meeting the needs of some families in the 
church. Four families have been affected very positively through their 
lay pastors. The relationships that developed through this program are 
largely responsible for these families becoming more involved in the 
church than they were before the program. 
Throughout the year, however, many situations were observed in 
which lay pastors did not adequately respond to the needs of the 
families in their groups. Statistics relating to this are listed above. 
Lay pastors failed for three different reasons. There was perceived 
resistance from the families they had been assigned. This caused some 
lay pastors to back off because they did not feel wanted. The lay 
pastors' own fears and insecurities also discouraged and intimidated 
them. This was especially evident in those lay pastors who had also 
experienced resistance and rejection. Finally, failure was simply due 
to difficulties in scheduling, making priorities, and procrastination. 
In too many situations the lay pastors just simply did not get the job 
done. 
The failure of lay pastors to fulfill their responsibilities also 
caused feelings of resentment among their families. The letter sent to 
the families introducing their lay pastor promised that the lay pastor 
would be contacting them soon. In some situations no contact was ever 
made, or when contact was made, no relationship was ever established. 
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Since expectations had been raised, some were very disappointed when the 
lay pastor did not follow through. 
Another observation was that when a lay pastor failed to reach out 
effectively to a family, there were no provisions in the program to 
ensure the needs of that family were met. The effectivelless of the 
program to meet the needs of families rested almost completely on the 
faithfulness of the lay pastors to follow through with their 
responsibilities. When a lay pastor faltered, needs went unmet. 
Unfortunately, no provisions were made when a lay pastor was 
unable to function due to illness or personal crisis. During the year 
thirteen (nearly one-half) of the lay pastors experienced some kind of 
difficulty in their personal lives which kept them from caring for their 
families. Most were situations that lasted for more than a month. 
During these times their families Ifere receiving little or no attention. 
This resulted in many families not receiving the quality of care the 
program had envisioned. At any given time, 20% of the families were not 
receiving any care from their lay pastors due to problems being 
experienced by the lay pastors. 
Interviews of the Lay Pastors 
The actual interview process was described earlier. The following 
is a summary of the responses organ i zed into categories. Not all the 
categories reported below are from responses to direct questions. Some 
were drawn from the information gathered in the interviews. In the 
tables that follow percentages are given with the number of actual 
responses in parentheses. There are a total of 29 interviews because 
one team of two was interviewed separately due to scheduling conflicts. 
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General Feelings Expressed by Lay Pastors. Each interview begrul 
with an opportunity for lay pastors to express any feelings they had 
about the program or their involvement in it. These responses were 
carefully recorded to determine the lay pastors' general feelings about 
the program. 
Table 8 summarizes the attitudes which were first expressed in the 
interviews. Many of those who expressed negative feelings eventually 
also described positive ones. Those who began by reporting positive 
feelings also told of having negative ones. The summary shows that when 
given the chance to talk of their experiences with the program, a 
majority chose to describe negative feelings first. 
Table 8 
General Feelings Expressed by Lay Pastors 
Expressions of Positive Feelings: 
Good feelings about their 
experiences and relationships 
Good feelings about the 
program of lay pastoral care 
Total with positive feelings 
Expressions of Negative Feelings 
Feelings of not having time to 
fulfill the responsibilities 
Feelings of disappointment, 
guilt or failure 
Feelings of fear or resistance 
from their families 
Total with negative feelings 
28% (8) 
17% (5) 
45% (13) 
10% (3) 
31% (9) 
14% (4) 
55% (16) 
Reports of Positive Experiences and Personal Growth. That 
reporting by lay pastors was far less than desired was noted earlier. 
During the interviews, however, it was discovered that all the lay 
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pastors had at least done something to fulfill their responsibilities. 
A majority of them fell far short of completing the expectations defined 
for them. Even so, during their interviews, nearly all of them 
mentioned some positive things they experienced. Two ways of sumarizing 
these are included below. Table 9 identifies the dominant positive 
experiences reported by the lay pastors. Table 10 describes the kinds 
of personal growth mentioned during the interviews. 
Table 9 
Dominant Positive Experiences Reported by Lay Pastors 
Development of New Relationships 
Personal Growth and Fulfillment 
Good Responses to Contacts 
Value of the Program 
Use of Skills in Other Relationships 
Results Seen in Lives of Others 
Total with Some Positive Experience 
No Positive Experiences Reported 
Table 10 
Types of Personal Growth Reported by Lay Pastors 
Personal Relationships 
Involvement in Ministry 
Outreach to Others 
Total Reporting Some Growth 
No Growth Reported 
24% (7) 
17% (5) 
17% (5) 
10% (3) 
14% (4) 
10% (3) 
93% (27) 
7% (2) 
28% (8) 
10% (3) 
24% ( 7 ) 
62% (18) 
38% (11) 
The above information was not obtained from responses to direct 
questions but was drawn from comments made during the interviews. 
lay pastors been asked specifically whether they had any positive 
Had 
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, 
experlences, more of them may have given positive reports. 
Perceptions of Being Accepted as Lay Pastors. All th 1 t 
_ : e ay pas ors 
reported that they felt accepted as lay pastors by at least part of 
their group. However, some perceived their efforts to reach Ollt were 
being resisted by some of the1' r fam1' 11' es. T bl 11 'h 1 a e summariZes ow av 
pastors reported experiences of resistance or rejection. 
Table 11 
Perceptions of Being Accepted as Lay Pastors 
Felt Fully Accepted or Resistance 
Was No Problem 
Felt Some Resistance but Did Not 
Feel It Hindered Them 
Felt Enough Resistance to Cause 
Discouragement 
• 
38% ( 11 ) 
31% (9) 
31% (9) 
Whether the perceived resistance was real or not was not possible 
to determine. That some actual resistance to lay pastors did take place 
is certain. In other situations the responses of the families \~ere 
probably incorrectly interpreted as resistance by the lay pastors. In 
others, the perception of resistance was primarily an expression of 
insecurity and fear experienced by the lay pastor. Since the lay 
pastors were reporting only their perceptions, no effort was made to 
distinguish actual resistance from what was only perceived. 
, 
Fulfillment of Lay Pastoral Expectations The job description for 
lay pastors included two aspects. The first Ivas based on the acrostic 
P.E.A.C.E. (Pray, Example, Available, Contact, and Encourage). The 
second set forth expectations for contact that asked for at least some 
contact once a month and purposeful, personal contact once each quarter. 
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In this section three summaries are presented. The first shows lay 
pastors' own feelings about how well they had fulfilled the 
expectations. The second reports levels of guilt reported by lay 
pastors on how well they had performed. The last shows how the 
interviewer rated the lay pastors' fulfillment of the expectations. 
Table 12 shows how the lay pastors felt about their own 
performance. Once again, these are not responses to a direct question, 
but rather drawn from comments made by the lay pastors during the course 
of the interview. Responses to a direct question concerning this issue 
would likely have resulted in even fewer lay pastors expressing positive 
feelings about what they had accomplished. 
• 
Table 12 
Lay Pastors' Feelings of Their 
Fulfillment of Expectations 
Felt They Did Well 
Felt Did Not Do As Much As 
Should Have Done 
Felt They Started Well and 
Then Let Down 
Felt They Had Failed Quite 
Badly 
10% (3 ) 
28% (10) 
21% (6) 
34% (10) 
The interviewing process revealed that feelings of guilt were very 
common. Table 13 'shows how prominent those feelings actually were among 
the lay pastors. In terms of numbers, only two lay pastors reported 
• 
having no feelings of guilt about their performance. No effort was made 
to measure the degree to which the feelings of guilt were justified. 
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Table 13 
Levels of Guilt Experienced by Lay Pastors 
Felt No Guilt 
Felt Some Guilt 
Felt A Lot of Guilt 
7% (2) 
59% Oi} 
34% (10) 
During the interview process the interviewer made his own 
judgments on how well the lay pastors had fulfilled the expectations. 
These ratings show that, in the opinion of the interviewer, the lay 
pastors were actually more effective than they judged themselves to be. 
Table 14 
Interviewer's Rating of Lay Pastor Performance 
Activity !Vas Good for Most 
of the Year 14% ( 4 ) 
Activity was Good for about 
Half the Year 18% ( 5 ) 
Activity was Good for First 
Three Months 21% ( 6 ) 
Activity was Good for First 
Month 18% ( 5 ) 
Activity was Very Limited 
from the Beginning 29% ( 8 ) 
Opinions of Lay Pastoral Expectations. All the lay pastors were 
asked their opinion of the expectations placed on them by the program. 
Two questions addressed this issue. The first asked 110W realistic they 
• 
felt the expectations as set forth in the job description had been. The 
second dealt with how they felt about the size of group they had been 
assigned. Tables 15 and 16 summarize this data. 
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Table 15 
Opinions of Lay Pastors Concerning Expectations 
Expectations Were Realistic 
Expectations Were Challenging 
Expectations Were Too Much 
Table 16 
83% (24) 
10% ( 3 ) 
7% ( 2) 
Opinions of Lay Pastors About the Size of Their Groups 
Group Was Too Large 
Size was All Right 
Could Have Done More 
31% (9) 
55% (16) 
14% (4) 
Two comments about Table 16 are in order. Many of those who said 
the size of their group was acceptable were also quick to add that they 
could not have taken more. Also, two of those who said their group 
could have been larger were also among those who had done the least in 
fulfilling the expectations with the families assigned to them. 
Even though most of the lay pastors agreed that the expectations 
were reasonable and appropriate, many expressed frustration with them. 
The lay pastors had difficulty knowing if and when they had actually 
fulfilled them. They often felt they were not doing enough, regardless 
of how much they had done. Many were unsure of how to interpret the 
guidelines for contact. They also reported that even trying to maintain 
personal contact with their families every three months was difficult. 
Suggestions for Improvement of the Program Lay pastors were asked 
what, if anything, the church or the pastor could have done to help them 
be more effective in their ministry. This open ended question met with 
the following kinds of responses. 
Table 17 
Lay Pastors' Suggestions to Improve the Ministry 
Have More Meetings 
Change Assignments Periodically 
Develop Pastoral Care Teams 
Have a Refresher Course 
More Accountability 
No Suggestions Made 
10 
3 
2 
2 
1 
13 
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The failure to hold the promised number of pastoral staff meetings 
was noted earlier. Table 17 shows that a significant number of lay 
pastors mentioned the scheduling of more meetings as a suggestion for 
improvement. If lay pastors did not mention the need for meetings on 
their own initiative, they were asked whether they felt more meetings 
would have been helpful. Table 18 summarizes the opinions regarding 
meetings. 
Table 18 
Opinions of the Need for More Meetings with Lay Pastors 
Mentioned the Need for Meetings 
Without being Asked 
Opinions of Those Who Did Not 
Mention Meetings on Their Own 
Would Definitely Help 
Might Have Helped 
Would Not Have Helped 
Total Who Agreed Meetings Would 
Have Helped 
34% (10) 
10% (3) 
38% (11) 
17% ( 5 ) 
83% (24) 
O~inion Concerning the Program's Effectiveness The lay pastors 
were asked to express their opinions on two otller issues. Each had to 
do with the effectiveness of certain aspects of the program. First, 
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they were asked whether the training they received had been adequate. 
All twenty-nine lay pastors expressed very positive opinions about the 
training. Words used to describe the training included excellent, good, 
adequate, valuable, and essential. Two persons suggested the need for 
review or follow up. Two others remembered the problem of having too 
little time to absorb all tile material. None of the lay pastors 
considered inadequacies in the training as a reason for their failures 
in the ministry. 
Many of the lay pastors expressed concerns about their own 
giftedness for this ministry. Even though they had been trained well, 
they felt they still did not posses some of the abilities needed to be a 
lay pastor. 
The lay pastors were also asked how well they thought the program 
as a \~hole had accomplished its two main objectives, the desire to 
provide adequate pastoral care to the entire congregation and the effort 
to close the "cracks." Table 19 lists the results of this. The large 
number of those who said they did not know indicates that many lay 
pastors were unaware of what other lay pastors had or had not been 
doing. 
Table 19 
Opinions of Lay Pastors Concerning the Program's 
Effectiveness in Meeting Its Objectives 
Program Had Been Effective 7% 
Program Had Succeeded, but 
Needs Still Exist 24% 
Program Had Not Been Effective 31% 
(2 ) 
( 7) 
( 9 ) 
Did Not Know 38% ( 11 ) 
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Otller Comments and Observations by Lay Pastors During the 
interviews some comments were made that did not fit any of the above 
categories. Those significant to this evaluation are given here. 
One of the most often heard comments was that being a lay pastor 
had proved to be much more difficult than expected. Many were surprised 
at just how hard it was to keep up with the ministry and stay motivated. 
Many of those who worked alone in the ministry mentioned that they 
wished they had chosen a partner with whom to work. They found being a 
lay pastor all alone to be very difficult. The three non-married lay 
pastoral teams, however, all reported difficulties when trying to work 
as a team. Two of them had divided their group between them. The other 
team reported that frustration with coordinating schedules caused them 
to be inactive much of the year. 
Nearly all the lay pastors reported they were most successful with 
those persons with whom they already had relationships or had much in 
common. Those relationships which were least successful were those 
which had to be built primarily on the lay pastoral care ministry. 
Lay pastors often expressed .frustration because they were not 
experiencing positive results from their efforts. Even though they had 
been taught that their success in the ministry was to be based on 
faithfulness rather than results, this persisted as a cause for 
discouragement. 
Some lay pastors expressed discomfort with the role of being a lay 
pastor and especially with the term, pastor. The use of the phrase, lay 
pastor, was 1lelieved to be the reason for some of the resistance they 
experienced. Othel~S were concerned that being a lay pastor caused them 
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to care only out of a sense of duty or obligation. Some expressed that 
they felt insincere and artificial when contacting their people. 
Another comment heard was that lay pastors felt isolated in their 
ministry. Though many felt having meetings might have helped this, they 
expressed that the isolation was primarily because the alone were 
responsible for their group. 
Illterviews of Families Assigned 
to Lay Pastors 
The controlled sample of the congregation was designed to insure 
that a representative cross-section of the congregation was surveyed. A 
total of thirty telephone interviews were conducted. The sample 
included at least one person from each of the lay pastors' groups. 
Table 20 shows the distribution of the sample according to levels of 
church involvement, age, and marital status. 
Table 20 
Distribution of Congregational Sample 
Level of Involvement 
Involved 
Regular Attender 
Occasional Attender 
Non-Attender 
9 
10 
8 
3 
Age 
Young Adult 9 
Middle Adult 14 
Senior Adult 7 
Mad tal Status 
Married 21 
Single 9 
The responses were generally consistent, as the tables below show. 
All of the respondents were aware of the program. Their responses show 
that an understanding of the program's purpose existed among the 
• 
congregation. The majority reported that the program had not been 
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effective in touching them personally. Nearly all felt this type of 
program was important. The results of the four questions asked of the 
sample are summarized in Table 21 - 24. 
Table 21 
Summary of Responses to Question One by the 
Families Assigned to Lay Pastors 
Question: Have you been aware of the lay pastoral care ministry that 
has been utilized in the church during the past year? 
Yes 
No 
100% 
0% 
Table 22 
(30) 
( 0 ) 
Summary of Responses to Question Two by the 
Families Assigned to Lay Pastors 
Quest ion: Hhat do you understand the purpose of the lay pastoral care 
min is try to be? 
Provide Love and Care to 
the Congregation 
Help the Pastor 
Reach Out to Others 
Not Sure 
40% (12) 
30% (9) 
10% (3) 
7% (2 ) 
Question: 
ministry? 
being the 
Table 23 
Summary of Responses to Question Three bv the 
Families Assigned to Lav Pastors ' 
• 
To what 
( Please 
most. ) 
extent have you been touched personally by 
rate on a scale of 0 - 5, with 0 heing the 
Scale 
o 
1 
2 
3 
4 
5 
Table 24 
Responses 
10% 
33% 
17% 
23% 
7% 
10% 
( 3 ) 
( 10) 
( 5 ) 
( 7) 
(2 ) 
( 3 ) 
Summary of Responses to Question Four by the 
Families Assigned to Lay Pastors 
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thi s 
least and 5 
Question: What is your opinion of the value of this type of ministry in 
the church? 
Very Important 
Has Value 
No Value 
No Opinion 
90% (27) 
7% (2) 
0% (0) 
3% (1) 
Ten (33%) of those who were interviewed expressed some feelings of 
disappointment in the amount of contact they had received from their lay 
pastors. Three (10%) commented that they had a very good experience 
with their lay pastors. 
One of the most rewarding parts of the telephone survey was the 
discussions that followed the questions. Approximately 80% of the 
people expressed strong support for this type of ministry and many made 
known their desire to be a part of some type of caring program. 
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Survey of the Congregation 
The last source of information for this evaluation is the 
congregation survey taken both before and after the lay pastoral care 
program had been implemented. The survey asked the congregation to 
express their feelings about five statements. The survey was taken 
during Sunday morning worship services, twice in August, 1992, and twice 
in January 1994. Each adult and teen was asked to fill out the survey 
unless they were visiting and did not feel they could respond. On 
August 2, 1992, 172 surveys were returned. On August 16, 1992, there 
were 142. On January 16, 1994, 158 surveys were filled out. On January 
30, 1.994, 190 surveys were received. Results of the survey are listed 
in Tables 25 - 29. 
Table 25 
Summary of Responses to Statement One 
in the Congregational Survey 
Statement: I consider this to be a caring church. 
strongly 
Agree Agree 
Strongly 
Uncertain Disagree Disagree 
8-2-92 59% 33% 6% 2% 0% 
92% 2% 
8-16-92 52% 35% 6% 2% 3% 
88% 5% 
1-16-94 55% 35% 6% 2% 3% 
90% 5% 
1-30-92 52% 38% 5% 3% 3% 
90% 6% 
Table 26 
Summary of Responses to Statement Two 
in the Congregational Survey 
Statement: I feel that this church cares about me personally. 
8-2-92 
8-16-92 
1-16-94 
1-30-92 
Strongly 
Agree 
46% 
35% 
37% 
35% 
85% 
80% 
84% 
81% 
Agree 
39% 
45% 
47% 
46% 
Strongly 
Uncertain Disagree Disagree 
2% 1% 1% 
2% 
13% 5% 3% 
8% 
11% 4% 1% 
5% 
13% 4% 2% 
6% 
Table 27 
Summary of Responses to Statement Three 
in the Congregational Sllrvey 
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Statement: I have personal contact from someone in the church other than 
my family at least once a month. 
8-2-92 
8-16-92 
1-16-94 
1-30-92 
Strongly 
Agree 
32% 
31% 
38% 
39% 
Agree 
33% 
65% 
32% 
63% 
26% 
64% 
28% 
67% 
Strongly 
Uncertain Disagree Disagree 
14% 10% 9% 
19% 
13% 16% 6% 
22% 
15% 12% 7% 
22% 
9% 19% 6% 
25% 
Table 28 
Summary of Responses to Statement Four 
in the Congregational Survey 
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Statement: I believe the pastor should make personal calls on me more 
often. 
8-2-92 
8-16-92 
1-16-94 
1-30-92 
Strongly 
Agree 
7% 
6% 
2% 
5% 
27% 
26% 
18% 
22% 
Agree 
20% 
20% 
16% 
17% 
Strongly 
Uncertain Disagree Disagree 
34% 28% 9% 
37% 
26% 36% 12% 
48% 
37% 32% 11% 
49% 
41% 29% 7% 
36% 
Table 29 
Summary of Responses to Statement Five 
in the Congregational Survey 
Statement: I sometimes wonder if there is anyone in the world who cares 
about what happens to me. 
8-2-92 
8-16-92 
1-16-94 
1-30-92 
Strongly 
Agree 
5% 
3% 
3% 
6% 
Agree 
11% 
16% 
14% 
17% 
13% 
16% 
9% 
15% 
Strongly 
Uncertain Disagree Disagree 
15% 22% 44% 
66% 
11% 25% 42% 
67% 
7% 29% 47% 
76% 
7% 30% 47% 
77% 
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The Analysis of the Data 
This analysis falls into four sections. The first analyzes the 
data to determine the relative effectiveness of the program. It 
examines whether the program has made a positive contribution to the 
ministry of the church. The second assesses the data to discover the 
program's marginal effectiveness. This establishes the extent to which 
the program has fulfilled its stated objectives. Following this, 
questions of causation are considered. The discussion focuses on issues 
of design and implementation, and the extent to which any differences 
have influenced the effectiveness of the program. The last part of the 
analysis examines the cost effectiveness of the program on tIle basis of 
time investment and prioritization of ministry. 
The Relative Effectiveness 
of the Program 
That tIle program has had a positive effect 011 the ministries of 
this local church is certain. Even if the only data used was that 
supplied by the lay pastors' reports, significantly more was done in 
care ministries than was done before. The general caregiving activity 
of the church has increased because of this program. 
Effectiveness Among Families Receiving Care The most encouraging 
data for relative effectiveness is that indicates that families have 
been positively influenced by their lay pastors. At least four families 
have significantly improved their commitment and involvement because of 
the program. 
The data shows that four lay pastors were effective throughout the 
year and another five were active for about half the year. These nine 
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lay pastors had three different types of groups. Four of the lay 
• 
pastors had groups composed mostly of senior adults. They were faithful 
to keep good contact with approximately twenty elderly persons of the 
church, some of whom are not able to attend services. Four others were 
very effective in establishing good relationships with their families, 
primarily because common interests helped make this possible. Fourteen 
families were very positively touched through these four lay pastors. 
One lay pastor persisted in caregiving throughout most of the year with 
a group that was mostly unresponsive. This lay pastor was responsible 
for touching twelve families throughout the year. 
The statistics also show that 55% of the families of the church 
received at least some care through the program. Though this care was 
not judged to have been adequate, it still had a positive effect. At 
least twelve of these families received enough care to have some 
positive influence on their relationship with the cllurch. 
The data from the congregational survey does not suggest the 
relative effectiveness has been great. The positive response to the 
statement about how caring the church is remained relatively constant 
before and after the program. The same results are shown in the 
responses to the statement of how well persons feel the congregation 
cares for them personally. It can be argued, however, that these 
statistics would be difficult to influence with any program. 
Approximately 90% responded positively to the first question and 83% to 
the second. These show a high opinion in the congregation of the care 
given by the church. It would take an extremely effective program to 
improve these statistics SUbstantially. 
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Effectiveness in the Lives of Lay Pastors Another area of 
relative effectiveness is in the lives of the lay pastors themselves. 
Though many lay pastors reported having negative and disappointing 
experiences, the fact that many had good and rewarding ones is 
significant. 
All but one lay pastor named some positive result from being a lay 
pastor. Lay pastors reported having had some good experiences in the 
program and more than half felt they had grown personally. This 
suggests that the program has had a positive effect. 
A major value of the program for the lay pastors was the training. 
The lay pastors reported they often used the skills learned in the 
trailling with people who were not in their assigned group of families. 
How many lives were touched through these contacts was not possible to 
measure, but based on the reports of lay pastors, the number is 
significant. 
Another benefit of the program among the lay pastors was their 
greater appreciation for the difficulty of the task of providing 
pastoral care. Many described that the ministry proved to be much more 
difficult than they expected. This has lee! to a much greater 
appreciation among lay pastors for the work and responsibility of the 
pastor. 
That more positive than negative effects that have come from this 
program is undeniable. However, two detrimental effects are worth 
noting. First, some families were disappointed in the care they 
received from their lay pastors. How many actually experienced these 
feelings could not be determined, but judging from the phone sllrvey, it 
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was not very many. Still, the net effect of the program in the lives of 
these families was negative. 
The second harmful effect was the extensive reporting of guilt 
felt by the lay pastors about their ministry. As the data revealed, all 
but two persons felt at least some guilt. Of special concern was the 
ten lay pastors, (sixteen individuals), who reported substantial 
feelings of guilt. For these lay pastors the feelings of guilt and 
failure greatly outweighed their positive feelings about the program. 
The substantial amount of guilt felt by those in the program raised 
serious questions about how long the program would survive in its 
present form. It is unlikely people will continue in a ministry in 
which their dominant experience is feeling guilt. 
T1le Marginal Effectiveness 
of the Program 
This section evaluates the extent to which the prograln has 
fulfilled its stated objectives. During the design phase of the program 
three objectives were set forth as essential to this program. Each of 
them will be examined below. 
Objective 1: To Provide Adequate Pastoral Care for Every Member of 
the Congregation. This objective is more of an ideal than a realistic 
expectation. An analysis of the data will show how effective the 
program has been in approaching this ideal. A decision must lJe made on 
the basis of that analysis as to whether the level of effectiveness is 
satisfactory. 
When it was initially implemented, the program appeared to have 
great potential to do well in meeting this objective. The assignment of 
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204 families to tIle lay pastors meant that the vast majority of the 
congregation was included. The only families without lay pastors were 
six families for whom having a lay pastor was not considered essential. 
In addition, the lay pastors themselves were not assigned to a lay 
pastor. 
The observational data shows, however, that the situation changed 
much more quickly than was expected. The difficulty was that all the 
lay pastors already had the maximum number of families for which they 
felt they could provide care. By the end of the year more than twenty-
eight famil ies were identi fied as not having lay pastors. This meant 
that a substantial part of the congregation was not covered by the 
program. With the exception of the six families not included from the 
start, many of the families without lay pastors were those who were most 
in need of a lay pastor. 
The most disappointing aspect of the program, however, was the 
level of care the lay pastors provided care to those families assigned 
to them (Table 13). Only four lay pastors were effective throughout 
most of the year. Another five were effective about half the year. Six 
were fairly active for at least the first three months. At total of 
thirteen were active only one month or less. As a result, many families 
were assigned to lay pastors who did little to provide care for them 
throughout majority of the year. 
Another measure of effectiveness in meeting this objective is 
found in table 5. This information is based on data gathered primarily 
through the interview process. Only thirty-six of the 204 families 
assigned received adequate care through the program. Adequate care was 
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defined as care that was reasonably consistent with the amount of care 
asked of the lay pastors. All the rest were judged to have not received 
the level of care expected. The most disturbing statistic was that 
fifty-six families (27%) had received a negligible amount of care or no 
care at all from their lay pastors. 
A final source of data indicating the program was not effective in 
meeting this objective came from the telephone interviews of the 
congregation. Respondents were asked to rate the extent to which they 
had been touched through the ministry on a scale of zero to five with 
zero being the least (Table 22). A rating of two or less was given by 
60% of the persons. Only 17% rated the program over three. 
In general, the program as implemented was very ineffective in 
providing adequate c~re for the entire congregation. After taking all 
the data into consideration, this evaluator would rate the program only 
about 25% effective in meeting this objective. This rating is a little 
higher than what the actual statistics would probably suggest. Howevet', 
many members of the congregation receive substantial care through other 
ministries and relationships in the church. The biggest reason for 
concern is that those who most needed the care this program was intended 
to provide were most often those who were neglected. 
Another group that sometimes did not receive adequate pastoral 
care was the lay pastoral care staff itself. The responsibility for 
caring for this group rested with the pastor. However, i)ased on the 
expectations of care placed on the lay pastors, the lay pastors also 
received far less care than is considered adequate. 
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Ob,jective 2: To Eliminate the Loss of People Due to Inattention. 
It is not reasonable to expect that a church can eliminate all losses. 
The focus of this objective was to avoid losing people to the church 
because they had not received adequate attention. The objective was to 
ensure that persons who come to the chUl'ch have someone who takes 
personal interest in them. 
Three groups were identified as needing the kind of care the lay 
pastoral care program most needed. With the first group, visitors and 
new people, the lay pastoral care program was very ineffective primarily 
because there were no lay pastors available to respond to this group. 
Because all the lay pastors had the maximum number of families they felt 
they could care for, it was not possible to assign any new people to 
them. 
The difficulty of assiglling new families to lay pastors went 
through three administrative phases. During the first three months, the 
lay pastors were just getting started with their assigned groups. No 
attempt was made to assig!l new families while lay pastors were 
familiarizing themselves with the program. The second phase of 
frustration with assigning new families carne during the second quarter 
of the program. The need for lay pastors for new families was expressed 
in the lay pastoral care meeting and volunteers were sol iei ted. 
However, since no one volunteered, the assignment of any new families 
was not possible. During the last half of the year, the majority of lay 
pastors were not fulfilling their responsibilities. It \~as impractical 
to assign new families since those who were already assigned \~ere not 
receiving adequate care. 
, 
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Among those who were assigned, twenty families or individuals who 
were attending wIlen the program began were not at the end of the year. 
Of these, only seven may have stopped coming due to a lack of attention. 
Some stopped even though they were receiving substantial attention. 
Others stopped comillg because of other idelltifiable reasons. On the 
basis of this data, to substantially fault the program for losing 
previously attending persons due to inattention is not appropriate. 
Lay pastors were expected to monitor attendance of those in their 
group. When a family was observed to be missing for more than two 
weeks, they were to make contact. When a family was gone for more than 
a month, the pastor was to be notified. 
Many lay pastors expressed frustration with this responsibility. 
Since the church has two worship services, determining if a family had 
attended the service the lay pastor did not attend was difficult. 
During the year the pastor received only a few notices from lay pastors 
that their families had been missing church. Based on the reports from 
lay pastors and the lack of notifications of absentees, the program can 
be judged ineffective. 
A disappointing failure of the program became evident during the 
interviews of the lay pastors. One of the lay pastors reported having 
felt as though she had fallen through the "cracks" during the year. For 
at least a four month period this person had been consistently absent 
from the services. The pastor did not riotice this and, with the 
exception of one family member, no one else in the church responded to 
her. 
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The data on the program clearly shows that the "cracks" the 
program was intended to fill continued to exist throughout the year. 
The survey of the congregation gives some support to this. 
Approximately 5% of the respondents reported feeling that tIle church did 
not care for them personally. This translates to about 9 persons 
feeling that way in the congregation. Though not a large number, it is 
enough to cause concern for how l"ell the church cares. In addition, a 
substantial number reported not having contact with other persons 
regularly. More than 15% reported feeling like no one really cared 
about them. Even when the possible misinterpretations of the survey 
statements are considered, that some people are feeling ignored is 
evident. 
The opinion of this evaluator is that the program has been less 
than 25% effective in eliminating losses of people due to inattention. 
Those who are most at risk are those who have seemed to benefit the 
least from this program. 
Objective 3: To Encourage Growth through Involvement in Ministry. 
It was expected that the lay pastors would benefit from involvement in 
this program. Possible benefits included spiritual growth, 
establishment of new friendships, inner fulfi llment, and mutuality of 
care. That many lay pastors experienced many of these benefits is 
evident. 
The concern for this analysis is to establish the extent in which 
the lay pastors did receive these benefits. A majority (62%) reported 
at least some sort of personal growth because of involvement in the 
program. Growth came through the establishment of new relationships, 
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involvement in ministry, and reaching out to others. A significant 
number (38%) did not mention any growth experiences through the program. 
Involvement in the program was a learning experience for the lay 
pastors. The training was a posi ti ve experience and many lay pastors 
reported fulfilling relationships with at least some families in their 
group. All of them had a greater appreciation for the pastoral care 
ministry. 
Three observations raise doubts about how much growth the lay 
pastors experienced. First, many lay pastors were nearly inactive by 
the end of the year. If the ministry had been providing the rewards of 
growth and fulfillment intended, this diminished activity would not have 
occurred. 
The second observation relates to the guilt experienced by so many 
lay pastors. The simple fact that guilt existed does not eliminate the 
potential for growth. For many lay pastors, the experience of failure 
in the program was an occasion for growth. However, such a large number 
of lay pastors feeling guilty causes one to question the effectiveness 
of the program. 
The third observation concerns the failure of lay pastors to 
report. It would be expected that when a person is having positive 
experiences he or she will want to report on those experiences. The 
high number of lay pastors not reporting indicates they were not having 
as many good experiences as hoped. It also suggests that the objective 
was not being fulfilled. 
Based on the data, this evaluator concludes that the program was 
only about 40% effective in bringing growth to the lay pastors. It was 
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very effective through tIle training, but experiences during the 
implementation of the program negated many benefits realized during the 
training. 
Analysis of Design and 
Implementation 
The analysis thus far has examined the program as it was actually 
implemented. This section evaluates the program from three perspectives 
of design. The first discusses those aspects of implementation that 
were departures from the program as designed. The second analyzes 
differences between the program and the design of the model program as 
set forth by Steinbron. The last examines factors within the basic 
design of the program that have had an impact on the effectiveness of 
the program. 
The Program as Implemented and the Program as Designed. The 
implementation of the program was very consistent with the design 
through the initial stages of the program. Preparation of the 
congregation, recruitment, and training of lay pastors followed the 
design very closely. The assignment of the families to lay pastors and 
the initiation of the ministry also were true to the design. 
The first significant departure from the design was the failure of 
many lay pastors to report their activi.ties. Some of this failure was 
because many lay pastors were having difficulty getting started. 
However, participation in reporting continued to decrease throughout the 
year. During the last six months only about 25% of the lay pastors were 
reporting. The interview process revealed that much more was being done 
by lay pastors than was being reported. This was especially true during 
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the first few months of the program. 
The design of the program was based on the premise that wtlat must 
be reported usually gets done. A greater emphasis on reporting wOllld 
have likely led to some lay pastors being more active than they were . 
• 
Getting some lay pastors to report, however, proved to be very 
difficult. They were instructed that reports should be turned in even 
if nothing had been done. It would have required continual effort from 
an administrative standpoint to increase reporting significantly. It is 
questionable whether simply improving reporting practices would have 
made a substantial improvement in the effectiveness of the program. 
The most significant departures from the design occurred during 
the last seven months of the year when very little support activity took 
place. The most important was the failure to schedule lay pastors' 
meetings at least every quarter. Only two of the four planned meetings 
actually took place. Both meetings that were scheduled were well 
attended and the lay pastors responded \~ell to them. 
The dominant suggestion for improvement of the program mentioned 
by the lay pastors in the interviews was the scheduling of more 
meetings. Ten lay pastors brought the subject of more meetings up on 
the i r own. When asked about the need for meetings I another three agreed 
that more meetings would have definitely helped. Another eleven felt 
they might have helped. This all suggests that the program would have 
been improved significantly if more meetings had been held. 
Based on the feedback given by lay pastors, it is likely that 
having quarterly meetings would have had a positive effect on the 
ministry. Many lay pastors felt they were isolated in their ministries 
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so having more meetings would have been a source of encouragement to 
them. Most considered the value of meetings to be in fellowship and 
sharing rather than actual instruction. Some sort of regular gathering 
of lay pastors, possibly even as often as monthly, was needed to keep 
them encouraged and motivated. 
Having more meetings would have also improved communication 
between the pastor and the lay pastors. Though there was substantial 
personal contact with them, the program could have benefited from more 
communication. 
That the meetings would have had all positive effects, however, is 
not certain. Many lay pastors reported that they experienced 
frustrations and difficulties with fulfilling their responsibilities 
very early in the year. Since such a high percentage struggled with 
these issues, meetings may have resulted in lay pastors discouraging, 
instead of encouraging, each other with accounts of their problems. 
The lack of meetings is a major failure in the implementation of 
the program. The general effectiveness of the program would have 
improved if these meetings had been conducted. More meetings, however, 
would have probably not improved the effectiveness of the program to 
acceptable levels. Even with more meetings, many problems faced by lay 
pastors would have continued. Some of them would have remained more 
active, but many would have still become discouraged. 
The other shortcoming of the implementation was the failure to 
print monthly newsletters. Again, the program would have likely 
benefited from this part of the program. It would have improved 
communication and possibly been an encouragement to the lay pastors. 
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This \~ould not, however, hav d "f' e rna e a slgnl lcant difference in the 
program's effectiveness. 
The opinion of this evaluator is that the effectiveness of tile 
program would have improved if the implementation had followed all the 
elements included in the design. However, following the design 
completely would not have brought all the results desired. Many 
problems with the program would have continued to exist even if the 
implementation had been complete. 
The Program as Designed and the Model Program. The design of this 
program included some adaptations of the model program developed bv 
• 
Steinbron. This section will analyze whether these design changes have 
contr ibuted significantly to any of the problems encount.ered with the 
program. 
Steinbron names twelve building blocks that he considers essential 
for the success of a lay pastoral care program. The program designed 
for this project has included provisions for most of Steinbron's 
suggestions. The two designs are significantly different in two areas. 
Each of these are examined here. 
Steinbron believes that the lay pastoral care program should have 
a small group that is responsible for the supervision of the ministry. 
An administrative committee was organized, but the group did not take 
ownership of the program. Most of the design and organizational 
d b h t Sl'nce l't was necessary to get leadership was provide y t e pas or. 
the program underway, the decision was to take no more time to develop 
the leadership group. 
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The lack of a functioning administrative leadership group created 
several difficulties for the program. First, all the administrative 
responsibilities rested with the pastor. Second, there was no person 
other than the pastor who took full ownership of administering the 
program. Had a stronger leadership group developed, some of the other 
shortcomings may not have occurred. More meetings, a stronger team 
concept of ministry, and better communication with the lay pastors might 
have resulted had the leadership group functioned well. All of this 
could have improved the marginal effectiveness of the program. 
The training seminar developed for this program was only about 
half as long as the one proposed by Steillbron. This change does not 
appear to have adversely affected the program. The responses of those 
who took the training were very positive, though some wished the 
material could have been given more slowly. The lay pastors continued 
to have good opinions of the training after having served for a year. 
None of them attributed any of their failures to deficiencies in the 
training. 
The conclusion of this evaluator is that the differences in design 
between the model program and the program for this project are not 
sufficient to have significantly changed the outcome of its 
implementation. The marginal effectiveness of the program might have 
been improved, but the results would have still fallen far short of its 
objectives. 
Ba§ic Structure of the Design. To discuss how the basic design 
structure of the program has influenced the effectiveness of the program 
is not appropriate. In many wasy the design of the program was itself 
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the greatest contributor to the problems. 
This lay pastoral care program followed what was termed the 
"parish model." The basic structure was that lay persons would accept 
the responsibility to provide pastoral care for an assigned group of 
famil ies. This was called the parish mode 1 because it has many 
similarities to the practice of local church pastors who assume the 
responsibility to care for the families in their church or parish. 
During the interview process many lay pastors expressed their 
belief that this program \'las a very good idea. "It really looked good," 
was the comment made by one lay pastor. The program seemed to contain 
qualities that would \'lark very well. Only as the program was 
implemented did some major flaws in the design became evident. 
The first flaw was the program's lack of flexibility to respond to 
needs. Ideally, the size of the groups that were assigned should llave 
been small enough so that new persons could llave easily been added. 
However, since the goal is to provide adequate care for every member of 
the congregation, this is not likely to happen. Nearly half of the more 
involved adults of the church were involved in the lay pastoral care 
program \'Ihich is believed to be a good percentage of involvement. Even 
\'lith this level of participation, not all the families in the church 
could be assigned. Every lay pastor's group began with a maximum number 
of families. 
To respond better to those families that are new requires more 
flexibility than exists in the structure of this program. Since lay 
pastors were asked to assume long-term responsibility for their 
families, new openings dj.d not occur frequently enough to absorb the new 
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families who were most in need of this ministry. 
A second flaw is that the success of this program depends on a 
high percentage of tile church's adults choosing to participate. 
However, having such a high participation in this program makes it 
difficult to develop programs to respond to other needs. An example is 
given here. The hope was that an effective ministry could be developed 
to follow-up on visitors to the cllurch. Most of the persons who could 
have been most effective in such a program were already committed to the 
lay pastoral care ministry and did not feel they could assume more 
responsibil i ty. The lay pastoral care program had exhausted a good 
portion of the potential volunteers for other needed programs. 
A third flaw was discovered in what was originally considered a 
strength. The lay pastoral care program depended on lay pastors taking 
responsibility for those in their group. Having this responsibility 
was thought to have the potential of encouraging growth and commitment 
to ministry in the lives of lay pastol"s. During the training, lay 
• 
pastors were taught that the program depended on them being faithful to 
their ministry. 
However, the fact that the program depends on the faithfulness of 
each lay pastor is also a liability. If for any reason a lay pastor 
fails to fulfill the responsibilities, no provisions are made to insure 
that those families receive care. When a lay pastor does not provide 
care for the assigned families, those families do not receive any 
attention through the program. 
Steinbron recognizes that lay pastors often fail to perform their 
duties and gives some instructions on how to respond to the problem (Can 
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130-133). If no improvement is forthcoming, however, the needs of 
those families assigned to that lay pastor continue to go unmet. The 
structure of the design makes no provisions to respond quickly and 
efficiently to tllose needs. 
A related problem was the fact that during the year many lay 
pastors had personal di fficulties which made it impossible to fulf i 11 
their responsibilities. During this time all their families were 
without care. These circumstances happened more often than was 
expected. Nearly 50% of the lay pastors experienced some kind of crisis 
that caused them not to fulfill their ministry for at least some time. 
All these lasted at least a month, and in some cases, lay pastors were 
out of service for more than three months. The structure of the program 
makes no provisions for ensuring that families of these lay pastors 
receive care while their lay pastors cannot function. 
A fourth flaw in the design was recognized when many pastors 
reported feelings of isolation in their ministry. Some of these 
feelillgs would have been relieved had there been regular meetings. TIle 
kinds of problems leading to these feelings, however, were also related 
to the design of the program. The feelings of isolation were usually 
rooted in the insecurities and fears of the lay pastors. These were 
most acute when dealing with people they did not know or with those they 
perceived to be resistant to their care. The design of the program put 
the expectation to fulf ill the responsibil i ties upon the lay pastor. 
Even those who were working as teams reported difficulty with the idea 
that they were on their own in the ministry. 
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An attempt was made to help the lay pastors feel they were part of 
a team, and that they were not alone. The availabili ty of the pastor 
for counsel and support was emphasized. Lay pastors were encouraged to 
talk among themselves to get ideas and encouragement. Even with these 
resources, most of the lay pastors felt they were on their own with the 
ministry to tJleir assigned families. 
The structure of the design needs to create a greater sense of 
team work and mutual support. The parish model, with each pastor taking 
responsibility for a group of families, leads to unacceptable feelings 
of isolation. 
The fifth flaw recognized in the design was that it does not 
adequately provide for those situations when serious personality 
incompatibilities developed between lay pastors and their families. The 
design calls for persistence in working through these kinds of 
difficulties. Relationships occasionally simply did not work out well 
for either or both parties involved. 
A sixth flaw was related to how expectations ,~ere defined for the 
lay pastors. The general guidelines stated that some contact be made 
each month and some sort of purposeful, personal contact be arranged 
every quarter. How these expectations were to be fulfilled was left 
intentionally vague, so that the lay pastors could exercise latitude and 
creativity in their ministry. The fulfillment of these expectations was 
surprisingly diff icul t for the lay pastors. Lay pastors felt that the 
need to make contact was constantly "hanging over their heads." 
Feelings of never having done enough resulted in discouragement. 
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The lay pastors recognized they would have functioned more 
effectively if the tasks were more clearly defined and structured. The 
design of a lay pastoral care program needs to offer lay pastors a 
structure in which they can know what their responsibilities are and 
when they have completed them. 
During the training lay pastors were advised about how to deal 
with these kinds of circumstances. Even with this preparation, these 
kinds of conflicts were often the cause of many hurt feelings and 
misunderstandings. When the pastor of a church experiences this kind of 
difficulty, the usual result is that the pastor moves to another church. 
This option is not acceptable in a lay pastoral care program. 
Reassignment is Ilot usually a good option since it gives occasion to 
embarrassment for all involved. The usual outcome is that contact is 
avoided and the care is not provided. 
The program for lay pastoral care must recognize tllat not everyone 
can minister to everyone and that some people may be more effective witll 
some personalities than with others. The design must provide more 
flexibility in the assignment of families and divide the responsibility 
to reach out to each family among lay pastors. 
To be effective lay pastors need to be gifted in a broad range of 
ministry skills. The seventh flaw in the design is the failure to 
recognize this. Many of the lay pastors reported feeling inadequate to 
perform some of the tasks expected of them. Some were especially 
intimidated by calling on new persons and in dealing with crisis 
situations. 
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A program for lay pastoral care must recognize that many persons 
will not possess gifts of ministry to perform all tile functions of 
pastoral care. The lack of all the necessary gifts, hOliever, should not 
exclude anyone from participating in the pastoral care ministry of tIle 
church. The program must be organized in such a way that people be able 
, 
to use those gifts they do have without having to attempt ministries for 
which they are not gifted. 
One other issue requires consideration in this section. Many lay 
pastors reported feeling uncomfortable with the title, lay pastor. They 
felt it caused them to be misunderstood by those to whom they were 
reaching out. 
Earlier in this paper reasoning was provided for not using 
shepherding terminology to describe the activities of those 
participating in the lay pastoral care program. The use of the term, 
pastor, was retained, however, since it is not commonly associated I~ith 
the shepherd concepts. There are reasons now, however, to questioll the 
use of the phrase, "lay pastor." 
Melvin Steinbron argues rigorously for the phrase, "lay pastor," 
in one of his monographs (Shall). He defends its use on the basis that 
it best describes the function and gifts required for the ministry. He 
uses the shepherding metaphor to show that the term pastor is consistent 
with the kinds of activities lay pastors perform (2-3). 
The difficulty with the use of the phrase, "lay pastor," is that 
the commonly understood meanings of the terms are different from the 
more technical meaning Steinbron suggests. It may be possible to 
educate those who participate in the program as to the correct meanings 
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of the terms "lay" and "pastor. II It also may be feasible to teach most 
of the congregation the proper understandings. For those who have )10t 
had the benefit of this education, however, the phrase, lay pastor, is 
usually be understood to mean "substitute pastor." For these persons, 
the term "pastor" is inevitably identified with the person who stands in 
the pulpit Sunday mornings and preaches. The term, "lay," means someone 
who is not the professional and not as good as the real thing. Those 
who are likely to misunderstand the title, "lay pastor," however, are 
the very persons the program is most intended to benefit. This alone 
provides adequate reason to look for another term to refer to those who 
serve in the lay pastoral care program. 
The Cost Effectiveness 
• 
of the Program 
Was the program of lay pastoral care cost effective? Did the 
program's benefits justify the investment of time and effort it 
required? The issue will be discussed from three perspectives. First, 
the cost effectiveness of the program as implemented; second, the 
projected cost effectiveness of the program as designeel; and third, the 
potential cost effectiveness if an acceptable program was designed and 
implemented. 
The Program as Implemented. Based on the analysis given above, it 
is the judgment of this evaluator that the program, as it was 
implemented, has not been cost effective. Though the program was judged 
to have done a significant amount of good, it was ineffective in meeting 
its objectives. 
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The program demanded much admillistrative attention, especially in 
the early months. Had the program been more effective, most of this 
would be considered lforthwhile. However, the results have not been 
commensurate with the time commitments required to design and implement 
the program. 
The cost effectiveness of the program for the lay pastors 
themselves is difficult to measure. Some of them put significant time 
and effort into their ministry. Others did much less, but still made a 
significant investment of themselves in preparing and attempting the 
ministry. 
Some lay pastors were given assignments that had only limited 
potential for results. During the year, however, many newer families 
were never assigned to a lay pastor. Cost effectiveness could have been 
improved if the efforts of the lay pastors could have been directed 
toward those who would likely have been more responsive. Sil1ce the 
church has limited resources of lay persons who will do pastoral care, 
it would make much more sense to direct those resources toward families 
who would most benefit from the care. 
The Program as Designed. That the program would have been more 
effective if it had been implemented in a manner more consistent with 
its design is certain. The opinion of this evaluator is that even then 
the program would not be cost effective. 
In order for this program to function well, a tremendous amount of 
time and effort must be made to support the program. Many more 
meetings, more personal contact of the pastor with the lay pastors, and 
more intense work in organizing and developing the lay pastor groups 
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110uld be required. The Ie 1 f d . ve 0 a mlnistrative attention t.llP program 
would require to be marginally effective would be extremely high. Most 
pastors cannot give that level of intense supervision to anyone 
program. 
If lay pastors do their ministry according to the job description 
set forth in the design, a high level of commitment is required. During 
the interview process some lay pastors questioned the need for making 
the requested amount of contacts on all their people. Many of them felt 
as though some of tIle contacts were unnecessary. In addition, when lay 
pastors are investing enough time to fulfill their lay pastoral 
responsibilities, they are not usually available to be involved in other 
needed ministries. Because of this, the program as designed is probably 
llot as cost effective as desired. 
The Principle of Lay Pastoral Care. Though the program 
implemented for this project has been judged to be less than effective, 
the principles upon which it is based are still sound. The opinion of 
this evaluator is that the theological and practical principles upon 
which the program is based are appropriate and correct. 
The theological ideas that have been used to formulate this 
project suggest that lay pastoral care is not only acceptable, but is 
required of the church. Pastoral care is the responsibility of the 
entire church and lay people must assume their share of those 
responsibilities. The pastor's job is not to provide pastoral care 
alone, the responsibility rests with the whole church. 
The idea of lay pastoral care is also supported for practical 
reasons. Even if it were the pastor's responsibility, no one person can 
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do the work alone. The only practical way the church can fulfill its 
responsibilities is through the involvement of laity. III addition, tIle 
only way that the church can be sure that the care needs are being met 
is through some sort of program. 
Another cause for optimism for lay pastoral care is the strong 
support for this type of ministry expressed by members of the 
congregation during the phone survey. Nearly every person considered it 
an important ministry ill the church. These opinions were expressed even 
though the program implemented in this church was not perceived as very 
effective. 
Because of these principles, it is still believed that lay 
pastoral care can and should be cost effective. The reason the program 
tilat has been implemented was not cost effective is because of flaws in 
its design. In the cIlapter which follows some basic lessons learned 
from this project are presented to guide the future development of a 
more cost effective program of lay pastoral care. 
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CHAPTER 6 
Summary and Conclusions 
This project was developed to meet the pastoral care needs of a 
growing church whose pastor recognized that the care needs of its people 
were not being met. A program of lay pastoral care was developed l 
implemented, and then evaluated. The dissertation presented here is a 
report on the research and observations that have accompanied this 
project. This chapter summarizes the findings of that research and the 
discoveries made during implementation and evaluation. Conclusions are 
then made concerning the usefulness of the program along with 
suggestions for its modification. The last section of the chapter 
examines the value of this project for both writer and reader. 
Summary of the Findings 
The research supporting this project may be divided into four 
areas which parallel the four cllapters of the body of this paper. The 
first established a sound theological foundation upon which to build the 
program. This involved researching the theological and biblical 
principles both for the laity and pastoral care. This was accomplished 
through a survey of the relevant literature of these two disciplines of 
study. The second area of research was to choose the best possible 
model program which would then be adapted for this project. The third 
was to design a program based on the research and then implement it in 
the context for which it was developed. The last part of research was 
to evaluate the program for effectiveness and to determine the causal 
factors for those results. This section summarizes the findings of this 
research. 
Biblical and Theological 
Studies 
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The biblical and theological research for this paper was divided 
into two major sections. The first examined the concept of laity in the 
church and its proper role in ministry. The second analyzed the concept 
of pastoral care. Historical, theological, and biblical evidence was 
found in the relevant literature to support the findings. 
Findings on the Laity The studies on the laity show that the 
division between clergy and laity has its roots in church tradition 
rather than biblical teachings. A correct understanding of the laity is 
to include the whole church as the laity. The laos is the whole people 
of God, which includes all the people of the church. The clergy are 
really just one part of the laity. 
A theology of the laity is rooted in ecclesiology. To speak of 
the laity is to speak of the church. The essence of the church is 
ministry. Ministry is best defined as service or servanthood, which 
takes its cue from the example of the suffering servant, Jesus. 
f'rIinistry belongs to the whole church, and is not the responsibility only 
of its leadership. The church is the church only when it is faithfully 
doing ministry. If the church does not minister, it is not the church. 
Any distinctions which do exist between clergy and laity are 
functional, and do not imply differences in status. The role of the 
clergy is best conceived as servanthood, not authority. The laity does 
not exist to serve the needs of the clergy, but the clergy exists to 
serve the needs of the laity. 
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There are functions of ministry which demalld qualificatiolls 
possessed by professional ministers. The most important task of the 
clergy, however, is to serve as enablers for the church. Pastors best 
fulfill their proper role when they train and equip others for effective 
ministry. 
Findings on Pastoral Care. studies on pastoral care reveal there 
is no reason to insist that pastoral care be provided by the 
professional clergy. Pastoral care defines a quality of care rather 
than the identity of the caregiver. 
There has been an historical tendency to professionalize pastoral 
care. Throughout church history the responsibility for providing 
pastoral care has rested primarily with the ordained clergy. In this 
century, psychotherapy has been integrated lyith pastoral care. The 
closely related discipline known as pastoral counseling has emerged. 
The clinical knowledge needed for this quality of care has created the 
impression that pastoral care can be given only by trained 
professionals. This study reveals, however, that there is no 
justification for limiting pastoral care to those who hold certain 
offices in the church or who possess certain levels of education. 
The term "pastoral" means to fulf ill the tasks of a shepherd. The 
example for the Christian is Jesus, who is the Good Shepherd. 
Therefore, pastoral care means to care in the same manner that Jesus 
cared. It defines a quality of care that involves Christ-like humility 
and suffering. It is care provided in the name of Jesus and in the 
attitude of Jesus. 
Rogers 219 
The responsibility to provide pastoral care rests with the church 
as a Hhole, and not just the pastor. Not only is it impractical for the 
pastor to try to provide all the pastoral care alone, it is 
theologically wrong. Since ministry belongs to the whole church, and 
pastoral care is an essential part of that ministry, it is the church's 
responsibility to ensure that the care needs of its people are met. 
Since the pastor is a part of the laity, the pastor shares in the 
responsibility to provide care. This responsibility lies in two realms. 
First, some types of pastoral care require someone with the pastor's 
position, experience, and training. Second, the pastor should train and 
organize the church to effectively fulfill its responsibility to care 
for its people. 
The Model Program for Lay 
Pastoral Care 
A variety of programs which involve laity in pastoral care have 
been developed since the 1980's. These programs can be divided into 
four categories or models: the community action model, the crisis 
intervention model, the fellowship/small group model, and the parish 
model. A program developed on the parish model was chosen for this 
project. 
There are no theological or biblical principles which demand that 
one type of pastoral care program be chosen over another. The choice 
was made on the basis of the specific needs the program was intended to 
meet. The model program was chosen because it Has designed to meet a 
broad spectrum of needs, offered a systematic approach for ensuring that 
everyone was included, and seemed to have the potential of being 
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accepted by the congregation. 
Mel vin Steinbron' s program of "lay pastoring" was chosen as the 
model program. In this program, lay persons receive extensive training 
to be lay pastors and then aSSllme responsibility to provide pastoral 
care to an assigned group of families. The expectations are that lay 
pastors pray for their families, be available to them, make contact with 
them, and be an example for them. Priority is placed on lay pastors 
making regular contact and building relationships with their families. 
Design and Implementation 
of the Program 
The program developed for this project followed Steinbron's model 
quite closely with only a few adaptations. Care was taken to build the 
program in a manner consistent with the theological principles 
established for a lay pastoral care program. 
~ 
For theological and practical reasons, tIle decision was made by 
this writer to avoid the use of shepherdJ.llg terminology. Lay pastors 
were not called shepherds and their groups were not called flocks or 
sheep. The phrases "lay pastor" and "lay pastoral care" were 
maintained, however. 
The model program provided the basic structure around which the 
program for this project was developed. Each part of the program was 
carefully designed to fit the needs and expectations of this 
congregation and its pastor. The elements of design included 
preparation and education of the congregation, recruiting and training 
of lay pastors, assigning families ffild initiating the program, and 
maintaining the program on an on-going basis. There were two major 
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adaptations of the model program. One was to not depend on a leadership 
group to be responsible for most of the development and administration 
of the program. The otJler was to shorten the training requirements by 
condensing the material and focusing on practical skills. 
Lay pastors were given a job description based on the acrostic, 
P.E.A.C.E. They were asked to pray, be an example, be available, make 
contact, and be an encourager to their families. Lay pastors were asked 
to make some kind of contact with each family monthly, and to have some 
sort of personal and intentional contact at least one a quarter. 
Implementation of the program went very well through the. 
preparation, training, and beginning phases of ministry. Administering 
the program throughout the year proved to be a much more demanding and 
difficult task than expected. Lay pastors experienced numerous problems 
and discouragements that became more pronounced as time progressed. It 
was evident after about six months that the majority of the lay pastors 
were not fulfilling their responsibilities. 
Evaluation of the Program 
The program as implemented was evaluated according to principles 
of qualitative evaluation. Data for evaluation was gathered from 
statistical information, interv iews, observat ions, and surveys. The 
conclusions were reached throug'h an analysis of the data. 
The program was discovered to have had some relative value for the 
church. Some families received care who would have been neglected 
without the program. A few lay pastors experienced significant growth 
and involvement in ministry which would not have happened without the 
program. 
I~I " '~f'r'" ?'J'J J \,t ..... , .• , ? - ~ ............ 
The program was judged to be ineffective in reactling its stat~d 
obJ'ectives. A very 10 t f h 
' w percen age 0 t. e congregation received adequatp 
pastoral care because of the program. Many who wel'p at risk of heillg 
lost to the church because of not. " receIvIng enough attention actually 
received no attention through the program, Mor th f f th 1 e an a ew 0 e a;y 
pastors had more negative than positive experiences through their 
involvement with the program. 
A part of the failure of the program was due to shortcomings in 
the implementation of the program, especially during its mainterlance 
phase. Lay pastors would have likely been more active and effective if 
they IIad received the levels of encouragement and support for which the 
design called. It was determined, however, that even if t.he 
implementation had been complete, the program would have fallen far 
short of its objectives. 
The evaluation of the program showed that mallY of the deficiencies 
of the program were caused by flaws in its basic design. Tile structure 
was found to be inflexible and unresponsive for meeting many of the 
needs that arose. The program demands such a high percent.age of 
involvement from the congregation that other programs and ministries are 
likely to suffer. It is very dependent on all lay past.ors fulfilling 
their responsibilities. Any time a lay pastor fails to perform, a whole 
group of families is left without care. Lay pastors often felt isolated 
in the responsibility to care for their families, feeling that they were 
on their own. Constant feelings of not doing enough led to guilt and 
discouragement. There is also reason to question the appropriateness of 
the title, lay pastor. 
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It was concluded that the program as designed and implemented was 
not cost effective on the basis of time investment and priorities, The 
failure of the program was found to be primarily due to the design flaws 
noted above, The conviction remains, however, that a program of lay 
pastoral care continues to be necessary and potentially effective, 
Theological and Personal Reflections 
The theological and practical considerations used to inform the 
design process of this project have already been discussed and affirmed. 
It remains, however, to examine the theological and personal 
implications drawn from the experiences of this project, The discussion 
below addresses four questions. 1. How could have theology better 
informed the design and implementation of the project? 2. How has the 
project informed and enlightened understanding of some broad theological 
categories? 3, How have my personal characteristics influenced the 
effectiveness of the program? 4. How has the program affected me, both 
personally and pastorally? 
Theological Implications for 2rogram 
Design and Implementation 
The lay pastoral care program could have been strengthened had 
some broad theological truths been more effectively applied to it. Had 
this been done, some of the difficulties with the program may have been 
avoided or at least lessened, This section discusses some of these 
• issues. 
The phrase, "pastoral carej" was correctly defined for this 
project as care which is consistent with the care Jesus provided. This 
definition addresses two issues. First, the phrase defines a quality of 
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care rather than the identity of the caregiver. Second, the 
responsibility to care as Jesus cares lies with the whole church. 
Missing from this definition, however, is a clear understanding of 
purpose and intent. Theologically, Jesus' purpose was to bring 
salvation and reconciliation to those for whom He cared. Pastoral care 
is more than just caring in the same manner Jesus did, but caring for 
the same purpose He did. The intent of pastoral care is to minister 
reconciliation to those for whom we care.· This is what actually 
distinguishes Jesus' care from the care of others. 
A ministry of reconciliation has implications for relationships 
wi th God and others./ It involves the healing of relationships between 
• 
people and the (re}establishment of relationship with God through His 
grace and forgiveness. Pastoral care should demonstrate to its 
recipients that Goel's love is being expressed. Though not the 0111y 
means by which the church ministers reconciliation, pastoral care is an 
important means by which it is communicated. 
An emphasis on reconciliation could have strengthened the lay 
pastors's sense of purpose and motivation.· Lay pastors do not care just 
so they themselves can do what Jesus is does, but they care to , . 
. 
accomplish the same end for which Jesus loved and cared. Through their 
care, others are able to experience reconciliation with God and others. 
The theological principle used in this paper to inform the role of 
the laity in the church was Kraemer's "the church is ministry" (136). 
The definition teaches that the church, to be the church, must function 
in a servant's role. The weakness of this definition is that it ignores 
the fact that the servant's role is derived from the church's special 
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relationship with Christ. The reason that the church is ministry is 
that it is the recipient of ministry from Christ. 
Recent holiness literature has defined sanctification as the 
"renewal in the image of God" (Dunning 478). Properly understood, 
sanctification is a life-long process which ultimately to restoration to 
our original destiny. Holiness theology recognizes, however, a fullness 
of Christian experience that expresses itself in Christ-like love (489). 
Enablement and empowerment for the self-sacrificial love of Jesus is 
through the indwelling presence of the Holy Spirit. Holiness theology 
recognizes that the love and care to which the Christian is called is 
not simply willed by the person, but created within through the abiding 
Spirit of Christ. In other words, one cannot love or care in the manner 
of Christ until the Lordship of Christ is fully established. In order 
to do the work of a servant, one must first become a servant of Christ. 
"B'" t d lid' " e lng mus prece e olng.·. 
This project has emphasized that the church do what it "should" 
do. An attempt is made to motivate Christians to care because that is 
what Christians are "supposed" to do. Implied is that if they do not, 
then they are not really being Christians. More properly, Christians 
should be motivated by who they know they are, not by what they should 
be doing. The motivation should follow the pattern Paul uses in Romans 
6, in which he argues that since Christians have died Hith Christ to sin 
(verse 8) they should then count themselves dean to sin and not let sin 
reign (verse 11). Doing follows being. Since, as Christians, we love, 
then let us find ways to better love. Since as Christians, we care 
about others, then let us find ways to demonstrate effectively to others 
-
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that the church really cares about tllem. 
This lay pastoral care program needed a stronger emphasis on the 
fact that being precedes doing. Recruitment, training, and maintenance 
would have been affected. Lay pastoral care would not have been viewed 
so much as something the church "should" be doing, but rather as a means 
for the church to do more effectively what it already desired to do. 
The church is motivated because its nature is love, not because it 
should love. 
Implications for Theology Drawn 
from the Program 
Wesley named four authorities for theological truth: scripture, 
tradition, reason, and experience. Implied is the need to consider how 
experience influences theological ideas. This section examines 
primarily how my theology has been affected lJY the failure of this 
project to meet its expected results. 
The extent to which Christians strllggle with insecurities "as 
amplified in this project. During the training an emphasis ''ias placed 
on preparing lay pastors for the possibility of rejection. However, the 
most common reason for Il0t fulfilling expectatiol1s was tIle fear of being 
rejected. In fact, involvement in the lay pastoral care program seemed 
to magnify insecurities in even the most mature of Christians. Though 
this phenomena may have psychological implications, it also informs 
theology. 
An adequate theology identifies most feelings of insecurity as a 
part of fallen human nature. Even mature Chrj.stians struggle with fears 
of rejection. These fears are often heightened when a person becomes 
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involved in ministry. The Christian, however, can hope to overcome this 
fear. Christian security is rooted in our unconditional acceptance l)y 
God through J eSliS. Though not an instant victory, Christians can find 
in the security of their relationship with God a source for security in 
relationships with others. Christians can be challenged to a maturity 
that does not find thei r source of ultimate security in acceptance by 
others. 
Anotller important theological truth was highlighted by the nearly 
universal experience of guilt among lay pastors. Two comments are ill 
order. First, good theology will insist that Christians discern between 
true and false guilt. Much of the guilt experienced by lay pastors was 
false guilt derived from unrealistic or idealist expectations. Many 
Christians suffer under extreme loads of guilt caused by perfectionistic 
standards of performance. Holiness theology must be carefully taugllt ill 
such a manner that this excess is not the result. 
Second, theology must acknowledge that grace extends to the 
Christian as we 11 as the sinner .. ' Holiness theology has often had 
difficulty doing this fearing that sin might be perceived as acceptable 
in the life of the Christian. Grace, however, is a necessary part of 
Christian life. To recognize the need for grace does not necessitate 
acceptance of sin in the life of the Christian. Christians can, and 
will, fail in their Christian walk, because failure is a part of human 
experience. Whethel' to define failm'e as sin is actually unnecessary. 
The only appropriate response to failure of any type is acknowledgement, 
confession, and repentance. Christians \"ho do not understand the 
possibility of grace and forgiveness are condemned to continue in the 
• 
i)') R 
........ . Y 
bondage of guilt. 
When I realized that guilt was such a • promlnerlt response among the 
la~' pastors, I began efforts to minister grace to them. This "'as done 
first during the interviews with them. This was also continued ill 
sermons, in a meeting with the lay pastors, and in a congregational 
meeting when I described the results of this study to the whole 
congregation. 
Personal Characteristics Influencing 
Program Effectiveness 
The evaluation of the program has shown that at least some of the 
responsibility for the failure of this program has rested with my 
performance. The failure to provide adequate support for the lay 
pastors, especially tl,rough the scheduling of meetings, was wholly mine. 
This section examines how some of my personal qualities may have 
contributed to some of difficulties experienced with the project. 
A major fault in program was the failure to develop a leadersllip 
group \~hich took oWIlership of the program. At least some of the reason 
for this was my resistance to risk failure of the program to the 
leadership shortcomings of others. I have difficulty trusting others 
with my destiny. Since the requirements for a Doctor of Ministry 
included the successful implementation of this program, I found it 
nearly impossible to trllst others with the program in the initial stages 
of development. Whell the leadership group did not take hold, I 
willingly abandoned it in favor of assuming responsibility for the 
proj eet myself. 
• 
Rogers 229 
Th is tendency to take responsibili ty for ministry and program on 
myself becomes evident in many areas of leadership. Though some might 
consider it an issue of control, I am convinced it is a matter of trllst. 
I know that my identity and self-esteem rests to a large degree on the 
effectiveness of this church's ministry. It is very difficliit for me to 
risk essential ministries to those who may not have my level of personal 
investment in the success or failure of the church. I find it much 
eas ier to assume responsi bili ty myself than develop leadership and 
delegate to others. 
The failure to provide adequate support for the lay pastors during 
the last part of the year is my deepest regret. It is important for me 
to evaluate why I felt nearly paralyzed to take action. 
First, I am a person who finds it very difficIJlt to make demands 
on other people. Scheduling meetings and holding people accountable are 
unnatural for me. Even though I knew the meetings could be lJeneficial, 
the knowledge tllat some would find them inconvenient and uncomfortable 
was a discouragement for me. 
Second, I tend to be a person who does wl1at has to be done only 
Ifhen it has to be done. These meetings could always be delayed since no 
deadline for their occurrence was built into the design. 
Procrastination becam~ a real problem. 
Third, my failure to provide what I considered to be adequate 
support became an occasion for personal guilt. The meetings IVere not 
only an occasion for lay pastors to be accountable, but they were also 
an occasion for me to be accountable. 
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I am convinced that these failures were tIle result of mv own , 
feelings of insecurity and tendencies toward perfectionism. I tend to 
place very high expectations on myself. I knew that most of the lay 
pastors were struggling with their ministries. My tendency, however, 
was to take the responsibility for their failures on myself. I felt 
responsible since I had recruited them, trained them, and assigned them. 
Since I really did not know what to do to improve their performance, I 
justified delaying meetings in the hopes that I would discover the 
solutions. 
The Program's Influences on 
this Hriter 
During my interviews with them, I have noted that many of the lay 
pastors described their feelings of guilt for not doing more in their 
ministry. It occurred to me at one point that these lay pastors were 
actually describing how I, myself, felt during much of my practice of 
nlinistry. In fact, mucll of my original motivation for choosing this 
project arose out of feelings of guilt for not providing better pastoral 
care. I was impressed that what my lay pastors needed in tIle form of 
grace I also needed to apply to my own life and ministry. 
I have observed that much of my ministry is duty elri ven rather 
than love inspired. It has been liberating to me to rediscover that 
ministry is most effective if it is an expression of my love for Jesus 
and His love for me. Two inspirin.s things happen when I am reminded of 
this truth. First, ministry flows out of my relationship with the Lord, 
so that I minister because of who I am in Christ. I am freed from the 
bondage of duty and obligation. Second, I minister in the context of 
Rogers 231 
Christ's love and grace expressed to me. Since I already have His 
approval, I am freed from trying to earn it. When I fail, I know that 
His grace is also extended to me and freely avai lable. Though I 
continue to regret my shortcomings, T do not have to be in continue 
bondage to my guilt. 
I noted in the section above that my personal tendencies toward 
insecurity and perfectionism affected the outcomes of this program. I 
am trying to apply these lessons to ministry in the future. This should 
express itself in two ways. First, I must find freedom to trust 
ministry to others, even though they may fail and cause me to look bad. 
This church does not belong to me, it belongs to the Lord. If He is 
willing to risk looking bad because of my failures, then it follm'is I 
should do the same Nith others. Second, I must not find my security in 
millistry through personal success or failure. My security is in my 
relatiollship with Jesus. Success or failure in ministry is not measured 
by resu Its to programs, but rather in faithfulness to servanthood. 
It is interesting to me that most of these truths were emphasized 
to the lay pastors during the training. I find, however, tllat they must 
be applied to my own life more effectively. In doing so,I am convinced 
that not only will I be freed from the bondage to the fear of failure, 
but I will also be more effective in the ministry to which I am called. 
Conclusions for Further Implementation 
This section set forth the conclusions which have been drawn on 
the basis of the research for this project. TIle first reviews the 
relevance of the theological ideas and principles. The second makes 
recommendations for the program which was developed and implemented for 
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this project. The third lists qualities which the results of this 
project indicate must be included in an effective program of lav 
• 
pastoral care. The last part describes an altemati V8 program for 
pastoral care suggested by this writer which bUl'lds OTl tl t tl f ,le s reng 18 (} 
the program used in this project and incorporates the qualities which 
• • were mIsSing. 
Rele,:,ance of the Theological 
and Biblical Principles 
Nothing has been discovered through the design and implementatioll 
of this program which diminishes the relevance of the theological 
concepts on which it was built. The fact that this particular program 
has had disappointing results does not detract from the major 
theological and biblical ideas for lay pastoral care. 
Three major theological concepts apply. The laity have 
responsibility for ministry and it is the clergy's responsibility to 
enable the laity for that ministry. The responsibility to provide 
pastoral care lies with the church and not only with the pastor. Tile 
pastor's responsibility is to work as part of the laity to fulfill this 
respons ibili ty. 
Recommendations for the Program 
The program which was implemented for this project had many 
excellent qualities which should be maintained. The emphasis on 
preparing the congregation and educating the church for la;y ministry and 
lay involvement in pastoral care is essential. The insistence that 
those who are involved in the ministry receive training is a strength. 
The content of the training was found to be extremely helpful to all 
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those involved in it, even if they did not participate as lay pastors. 
The basic job description which included the responsibility to 
pray, be an example, be available, make contact, and be an encourager 
adequately defines the tasks of pastoral care. Many of the theoretical 
ideas of the program were also strengths. Tile idea that people need 
care on a routine basis and not just in times of crisis is valid. The 
importance of developing relational skills and applying them in 
practical ways is also important. The provisions for accountability and 
reporting is also worthwhile. 
In order for this program to have any degl'ee of effectiveness, it 
-., -
must be supervised intensely. Lay pasto'rs in this type of ministry 
require constant encouragement, motivation, and accountability. It is 
the opinion of this writer that the program could realize some degree of 
effectiveness if the pastor or some other leadership person Or committee 
. 
is able to commit a signi fieant amount of time and effort to bu ilding 
and maintaining it. 
The opinion of this writer is that if the program had been 
implemented in a manner completely consistellt with the design, its level 
of effectiveness would have improved. He is convinced, however, that 
even with the most diligent supervision and support, the program would 
have still fallen far short of the expectations set for it. This is 
because of basic design flaws in the parish model itself which must be 
corrected in order for the program to be effective. 
The recommendation of this writer is that the program as designed 
and implemented not be continued and that major modifications be applied 
• 
to the program. TIle best qualities of the program should be maintained 
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while adjustments are made to the organizational structllre. An 
effective program of lay pastoral care continues to be both possible and 
necessary. 
Qualities Needed in a Modified 
Program of Lay Pastoral Care 
During t11e evaluation of the lay pastoral care program some 
fundamental design flaws were discovered. This section suggests 
qualities of a design which a program of Jay pastoral care must 
incorporate to be effective. 
I Responsive to Priority Needs. The program must be designed so 
that it can be responsive to those needs in the congregation ~vhich 
should have priority. It needs to be able to quickly and effectively 
, I·' 
, 
respond to visitors and new people. Any program of lay pastoral care 
which does not make a priority of these kinds of needs is deficient. 
The program also needs to be responsive to the care needs of those who 
participate in the program. 
Flexibility in Responsibilities. The program needs to possess 
enough flexibility to be able to adjust resources to respond to 
differing areas of need. When needs become greater in a family or 
individual, it must be possible to divert more resources to that 
situati9n.,Flexibilityis also needed to adjust to situations in which 
, ,,-
! 
, 
, 
, 
persohali ties and 
-.,-..... " circumstan~es , , make it difficulf'for some individuals 
'. 
to be effective. 
< , .. ~ 
An Emphasis on a. Team Approach to Ministry. A major flaw in the 
program was that lay pastors had individual responsibility for their 
families. When a lay pastor did not provide care, those families 
Rogers 235 
received no care. The program needs to be developed around more of a 
team approach so that the responsibilities for care are shared more 
broadly. 
A Recognition of Specialties and Gifts for Caring. The program 
should be able to utilize all the varying gifts and abili ties of the lay 
pastors without expecting them to perform functions for which they are 
not equipped. When lay pastors are allowed to specialize and show care 
in situations where they feel more equipped and gifted, they are less 
likely to be intimidated by the ministry. 
Defining Expectations and Specifying Assignments Clearly. The 
program will work better if lay pastors have a clearer understanding of 
what is expected of them. There is a need for the assignments for 
-.- -.,- , .. 
--- . ,-
caregiving to be task specific. Though fl'eedom and flexibility are 
often good qualities, some perSOllS will respolld better if they know 
. 
exactly what is expected of them. 
Adjusting Pastoral Care Terminology. It was lloted in tIle 
evaluation that the use of the title "lay pastor" was occasionally 
problematic, especially among those who had not been adequately educated 
about the program. For some people the title implies that a lay pastor 
is a substitute pastor whose care is unprofessional and inferior to ,,,hat 
would be received from the pastor. A title intended to descril)e 
--- ". " 
function is interpreted by some to imply status. The opinion of this 
writer is that if the title has the potential for this kind of 
misinterpretation, it should not be used. A more descriptive term 
should be chosen or no title used at all, letting people simply use 
-- , -. -,' 
_ .. " --,,- , 
their own names when expressing care. 
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The use of the term "lay" should also be eliminated from the 
h "t 1 "d " 1 ff " p rases pas ora care, an pastora care sta . From a theological 
perspective, its use is redundant. Since the responsibility for 
pastoral care already lies with the church as a whole, there is no need 
to qualify it as a lay ministry. From a practical perspective, its use 
is detrimental. When people hear the word "lay" to qualify something, 
it is usually understood one of two ways. First, what is being 
qualified is either unprofessional or second rate. Second, the term 
"lay" implies an attempt to replace the pastor in what is usually a 
clergy responsibility. Ei ther one of these two meanings is counter-
productive. 
A Modified Program for Lay 
Pastoral Care 
On the basis of what has been learned through this dissertation 
process, it is now possible to suggest the basic structure of a modified 
program for lay pastoral care. More correctly, it should be referred to 
as a program of pastoral care which involves the laity. 
The program which is described below is basically an abandonment 
of the parish model in favor of a combination of the parish and crisis 
intervention models. The basic job description for the person who 
participates remains the same: to pray, be an example, be available, 
make contact, and be an encourager. The major conceptual change is a 
move from individual responsibility to a team approach to ministry. 
This program proposes that those who have been serving as "lay 
pastors" become what will now be known as the church's pastoral care 
staff. Since the responsibility to provide pastoral care lies with the 
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church as a whole, there is no reason to qualify this group as "lay." 
Because those have have participated in the previous program have 
already been trained, they will have the basic skills necessary to be a 
part of this group. Individual staff members, however, will no longer 
be called "lay pastors." 
The plan will be to divide the pastoral care staff into two teams. 
Each team will be expected to meet with the pastor on a hi-weekly basis 
an hour before the Sunday evening service. This will result in the 
pastor having a meeting with one team every week. 
These teams v.' ill meet to exam i ne the many care needs known to 
exist in the church. The pastor and his staff will be expected to be 
tIle major source of this information, but needs will also be revealed 
through other sources. The team members themselves will be encouraged 
to bring with them any needs of which they may be aware. In addition, 
other members of the congregation will be encouraged to make needs 
known. 
DuriJlg the meeting the team will list visitors, hospitalized or 
ill persons, those who are bereaved, shut-ins, absentees, and any other 
persons who might benefit from an expression of care. The care needs of 
the congregation will then be prioritized according to urgency. Each 
member of the team will then accept responsibility to insure that at 
least one of the needs on the list is met. They may Nork as 
indivi.duals, pairs, or teams, and are allowed to pick those situations 
in which they feel best suited to minister. Each meeting will include a 
time of prayer in which the team members Ni11 pray for one another for 
wisdom and courage for ministry. 
-
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A special part of this plan will be the response to visitors. 
Before each meeting, the pastor will have accepted the responsibi li ty of 
attempting to contact each visitor on the phone. In that conversation 
he will discover the level of interest the visitor has in the church. 
If the visitor indicates that there is interest in the church, the 
pastor will ask permission to have a team member make a brief visit 
early in the week as a simple expression of friendship. If permission 
is granted, then the visitor's name Nill be added to the list of needs. 
Team members wi II then be assured that the visitor is aware of their 
visit and is receptive to them coming. An added benefit to this plan is 
that in many cases visitors ,oIill already be known by a member of the 
pastoral care staff. When that happens, those who already are familiar 
with the visitor may accept the responsibility to make the call. 
Each member of the pastoral care staff will have responsibility 
for a specific need every two weeks. This is a reasonable commitment 
that should still be challenging and rewarding. Team members will be 
expected to submit a report on their assignments. Opportunities will 
also be given to share in the meetings about successes and failures 
experienced in the ministry. 
It is not expected that the team will be able to respond to every 
need on the list. The prioritizing of needs is essential so that there 
is an assurance of response to the most urgent needs. The less urgent 
ones will remain on the list from week to week. On weeks when the list 
is shorter the less urgent ones will be addressed. For some, such as 
shut-ins and nursing home persons, a pattern can be developed which 
insures they are prioritized on a regular basis. 
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It is hoped that this plan for pastoral care Hill appeal to many 
persons who were intimidated by the previous program. Individuals will 
be able to choose tlle need to which they will respond. In situations 
where more than one person may be helpful, team members may choose to go 
with partners or even groups. There is also the potential for 
creativity in responding to needs that would not have happened in other 
situations. Training for this program will continue to be considered 
essential. 
Value of the project 
Even though the program designed for this project was judged 
ineffective in meetillg its objectives, there is still value in it. This 
section notes value for the writer and value for the reader. 
Value for the Writer 
There is great value in the research that went into this project. 
This project was chosen for primarily practical reasons. This pastor 
was weary of feeling frustrated for not providing sufficient pastoral 
care to his people. The research has revealed that lay pastoral care is 
not only practical, it is theologically and biblically mandated. This 
pastor has been feeling guilty for failing to do someone else's job. 
Even though he has responsibility to participate in care, he can be 
relieved of carrying that responsibility alone. 
The program which was utilized in this project was very carefully 
designed. The discipline and study that went into putting it together 
was very beneficial. Many of the ski 11s learned in this process will 
serve future program development. 
The material developed for the training is very useful. It will 
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need to be adapted to fit the needs of the modified program, but most of 
the information included in it is applicable. 
A great value of the project has been the discipline of conducting 
a thorough evaluation of the program. Through the evaluation process 
insights and affirmations were received that have brought renewal and 
encouragement for future ministry. The skills and methods used ill this 
evaluation will be extremely valuable when evaluating other programs. 
This writer is convinced that the lessons learned from some of the 
failures of this project are the most valuable. The modified program 
for pastoral care has yet to be introduced and implemented. Without the 
experiences of this program, however, it is not likely that the concept 
and features of the modified program would have been discovered. 
Value for the Reader 
, 
It is 110ped that the reader can benefit from the research included 
-in this dissertation. The theological studies and literature review 
provides a solid foundation upon which to build an understanding of botll 
the laity and pastoral care. The theological principles developed for 
lay pastoral care programs are useful for anyone who wants to develop 
such a ministry. 
There is also value in the criticism of the design of the model 
program that was used in this project. TIle structural flaws discovered 
are identified only as problems in Steinbron's literature. This project 
reveals that many of the major problems of the parish model are due to 
the organization of the program. 
This pastor is not alone in the struggle to insure that people 
receive adequate pastoral care. Even though the program as designed for 
Rogers 241 
this project is not recommended for use by other churches, the results 
of this research can inform others as they develop and adapt programs to 
meet the pastoral care needs of their congregations. 
Rogers 242 
APPENDIX A 
Combined Adult Sunday School Class 
"Introducing a Lay Pastoral Care Ministry 
Part 1: Some things about care I think we all believe. 
A. Everyone needs to be cared for, some more than others. 
B. A church should be a a place where everyone feels like they are 
cared for. Anytime someone does not receive care, the church 
has failed that person. 
c. It is the pastor's responsibility to see to it that everyone who 
needs care is cared for. 
D. We really do want our church to be a caring church. 
Part 2: Some things about care I believe is happening in our church. 
A. There are some people in our church who are not receiving the 
kind of care they really do need. 
B. The pastor is no longer able to provide the quality and quantity 
of care for all tIle people that is really needed. 
C. Our church cannot continue to be effective if something is Tlot 
done to improve the care ministry of our church. 
D. There are three kinds of care in a church: 
1. Spontaneous care: Over-all, our church is quite good at this. 
When we know of a need, we do rather well at expressing love. 
2. Si.tuational care: TJlere are some expressions of this, such as 
funeral dinners, hospitalizations, sl1owers, etc. 
3. Systematic care: Where we have a need, for to depend totally 
upon spontaneous and situational care leaves too much 
opportunity for some people to fall between the c~acks. 
Part 3: Possible solutions for meeting this need. 
A. The pastor can work harder and more efficiently to meet the 
needs himself. 
B. We can hire staff persons who have the responsibility to provide 
the care. 
Rogers 243 
C. The pasta]' and people can lower their expectations and accept a 
lower quality of care as we grow (if we do). 
D. The pastor can multiply himself in laymen who are trained and 
commissioned to provide care. 
Part 4: What can we learn from the Bible? 
A. What happerled when the leaders could no longer do the job? 
1. Moses 
2. Apostles 
B. Who is suppose to do the caring anyway? 
C. What really is the pastor's job? 
Part 5: What have we (the church leadership) decided to do? 
A. Our goal: Develop a ministry that will provide for care for 
every family associated with our church. 
B. We are seeking the Lord's help in calling forth at least 30 
persons who will be a part of our lay pastoral staff. 
1. Persons who love the Lord. (Spiritual) 
2. Persons who love the church. (Committed) 
3. Persons who love people. (Gifted) 
C. These persons will be trained 
pastor in a special seminar. 
seminars offered. 
for providing 
There wi.ll be 
pastoral care by 
three separate 
1. Wednesday evenings, 7:00 p.m. beginning September 
30. 
2. Friday evening, 6:00-9:30, Saturday morning, 
8:00-12:00, October 9-10. 
3. Friday evening, 6:00-9:30, Saturday morning, 
8:00-12:00, November 6-7. 
the 
D. Each Lay Pastor will have 8-12 families for which they will be 
responsible to provide care. Our goal is to officially 
implement the ministry on Sunday, November 15. 
E. We will be providing a program of on-going support and 
accountability for the lay pastoral care staff. 
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Part 6: \~hat will a lay pastor do? 
A. Prayer 
- , 
B. E.xample 
C. A va i lab iIi t y 
D. Contact 
-
E. E.ncollrage 
Part 7: How can I know if God is calling me be to be a lay pastor? 
A. Direct call 
1. That still small voice. 
2. A deep burden for this kind of ministry 
B. Indirect call 
• 
1, Can you recognize in yourself gifts for this kind of 
ministry? 
2, Does someone else recognize gifts for this kind of ministry? 
3. Is there a willingness to be open to discovering hidden gifts 
for this kind of ministry? 
Part 8: How can I become a part of this ministry? 
A. Register 
training 
to take part in one of the lay pastor's 
• semlnars. 
B. Prioritize the training 
APPENDIX B 
Lay Pastors Training Seminar 
Registration Form 
Name: 
Address: 
City/State: Zip: 
Phone: 
Preferred Training Seminar Dates: 
Wednesday evenings, 7:00 p.m. beginning September 30. 
Friday evening, 6:00-9:30, Saturday morning, 
8:00-12:00, October 9-10. 
Friday evening, 6:00-9:30, Saturday morning, 
8:00-12:00, November 6-7. 
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APPENDIX C 
LAY PASTORAL CARE STAFF 
TRAINING MANUAL 
Rev. Philip C. Rogers, Instructor 
Middletown Church of the Nazarene 
698 North Fifth street 
Middletown, Indiana 47356 
354-2327 
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A Message from the Pastor 
Welcome to the training seminar for lay pastors in the Middletown 
Church of the Nazarene. 
These sessions are the result of much prayer and study on my part 
for the last few years. It is my sincere desire that the training for 
this ministry and our implementation of it be done in as high quality 
manner as we are able. Our Lord deserves from us nothing less than our 
very best efforts as we serve Him through kingdom \~ork. 
I believe you will find this ministry one of the most fulfilling 
and fruitful opportunities you will ever experience. Having been 
involved in pastor care for many years now, it is exciting for me to be 
able to share with you the blessings that come through this form of 
ministry. 
This training is going to be intense, but it is important for you 
to know that being a part of our lay pastoral care staff is not 
complicated or difficult. Do not enter into this training thinking that 
it will be too hard for you. In fact, I am convinced that the result of 
the training will cause you to feel confident and excited about being a 
part of this ministry. 
Please remember that taking this training does not necessarily 
mean you will actually become a part of our church's lay pastoral care 
staff. Regardless of your involvement in the lay pastoral care program, 
this training will be invaluable to you in many kinds of ministry. I am 
certain that God will bless you as you seek His direction in ministry 
through these sessions. 
Pastor Rogers 
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Schedule of Training Sessions 
Session 1: Lay Pastoral Care by the Book 
This session provides the Biblical foundations upon Wllich we want to 
base our ministry of pastoral care. It will help those involved in this 
ministry to be confident in the concept of lay pastoral care. The only 
way we can be sure that what we do in ministry will be appropriate and 
fruitful is through a study of the Bible. 
Session 2: What Does a Lay Pastor Do? 
In this session we will outline the five fundamental tasks of a lay 
pastor. The purpose will be to provide a clear understanding of what a 
lay pastor will actually do and what is really expected. 
Session 3: Providing Routine Pastoral Care 
During this session you \~ill be taught the basic skills necessary to 
provide pastoral care to people who have no pressing needs. Central 
will be to help you relate to people in SllCh a l~ay that they can sense 
the love of Christ through you. 
Session 4: Pastoral Care in Crisis Situations 
This session will equip you to be able 
situations when people are in crisis. 
not to say, as well as how to get help 
to confidently minister in 
You will learn what to say and 
when you are in over your 11ead. 
Session 5: Pastoral Care with Difficult People 
We can expect to face many kinds of problems with people while providing 
pastoral care. This session will teach basic skills in ministering to 
people who are difficult to help and know if and when you need to ask 
for assistance. 
Session 6: The lay Pastor as Responsible and Accountable 
It is appropriate that we conduct ourselves in a responsible and 
appropriate manner when we serve as lay pastors. Some basic do's and 
don't's will be taught in this session. We wi 11 also learn the 
necessity of accountability and reporting. He will also outline the 
program for continuing support fortllose in this ministry. 
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Session #1 
Lay Pastoral Care by the Book 
Purpose of the Session: 
To understand the Biblical foundation upon which a ministry of lay 
pastoral care is based. 
Why is it important? 
1. Sound doctrine demands it. 
2. New min i stry demands it. 
3. My faith demands it. 
4. My involvement demands it. 
There are three issues we need to address: 
1. What does the Bible teach us about caregiving? 
2. What does the word "pastoral" mean when we talk about pastoral care? 
3. What is the role of the lay person in providing pastoral care? 
Issue #1: What does the Bible teach us about caregiving? 
Methodology: Biblical models. 
Principle: Learn from seeing better than hearing. 
Old Testament Models: 
1. Early examples: Patriarchs, Moses, Judges, Samuel. 
a. One person provided all care. 
b. Partnership with God. 
c. Leadership and Authority. 
2. Later examples: the functions of caregiving were divided bet\~een 
three different offices: 
a. Prophets: 
1) God's spokesmen. 
2) Confrontational and judgmental. 
3) Response not necessary. 
b. Kings: 
1) Protection and security. 
2) Spiritual examples. 
3) Dependent on God. 
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c. Priests: 
1) Intermediaries between QeoQle and God. 
2 ) Assurance of love and acceptance. 
3) Dependent on God. 
3. Conclusions: 
a. Dependent on God. Adequate care can only be provided through 
the help of God. 
b. Many kinds of care. The type of care provided was not always 
the same. 
c. Different care providers. 
provide all the care that 
New Testament Models 
Not anyone office could effectively 
was needed. 
1. Jesus adapted His caregiving to meet the needs of those to whom He 
was miJlistering, 
a. Pharisees and religious leaders: 
1) Confrontational. 
2) Judgmental. 
b. Disciples: 
1) Teaching and training. 
2) Challenging and encoura,ging. 
c. Multitudes: 
1) Compassionate and acceQting. 
2) Healing and forgiving 
2. The early church made certain that everyone's needs were being met. 
a. Community of believers. 
b. Choosing the seven (Acts 6:1ff), 
3. Paul'8 Letters: Paul cared for his churches by adjusting his care to 
the needs of the situation. 
a. Confrontational when doctrinal or moral errors were committed. 
(Corinthians, Galatians) 
b. Encouraging when the Christians were experiencing difficult and 
discouraging times. (Philippians) 
c. Instructional when the church needed to learn or grow in 
understanding and maturity. (Romans, Ephesians) 
4. Paul's Pastoral Epistles: In these letters Paul wrote instructions 
to the leaders of the church. Paul's primary concern was with the 
character of the caregiver rather than in the nature of the care that 
was provided. (1 Timothy 3:1ff) 
5. Conclusions from the New Testament. 
a. Care which meets the need. Jesus and Paul both adjusted the 
type of care to be appropriate to the need for whom care was 
• glVen. 
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b. Care is fundamental. The church considered care a fundamental 
part of its mission. 
c. Character is essential. The quality of care we provide depends 
as much or more on the quality of the person providing the care 
as on the care itself. 
What we can learn from the Bible about providing care. 
1. Care is universal. TIle provision of care is universal throughout the 
Bible. The church took upon itself the responsibility of caring for 
its members. 
2. God's help is essential. For the Christian, effectiveness depends on 
the empowerment by the Holy Spirit. 
3. There are three general kinds of care expressed in the Bible. 
those 
a. Nurturing care which provides encouragement and support to 
• 
who are week and needy. 
b. Instructional care for those in need of learning and growth. 
c. Confrontational care which is intended to correct inappropriate 
behavior or belief. 
4. The type of care provided depended both on the person who provided 
the care and the kind of care needed by the persons receiving it. 
a. Different peo]lle, different caregiving. Different kinds of 
care were provided by people, depending on their position. Not 
everyone can be expected to provide all kinds of care. 
b. Different people, differel1t needs. People require different 
kinds of care depending on their needs. 
Issue #2: What does the term "pastoral" mean when we refer to pastoral 
care? 
1. Definition of "pastoral": Literally, the term refers to the task of 
a shepherd I"ho cares "pastorally" for his sheep. 
2. The phrase, "pastoral care" does not occur in the Bible. What does 
appear is the concept of the "Good Shepherd" who cares for his sheep. 
3. Pastoral care, then, means to care in the same manner that a shepherd 
cares for his sheep. 
4. Old Testament: In the Old Testament, the Good Shepherd is usually an 
analogy which describes the quality of care that God provides His 
people. (Psalm 23) 
5. New Testament: In the Gospels, Jesus refers to Himself as the Good 
Shepherd who loves and cares for his sheep. (John 10) 
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6. Christians are called to continlle the ministry of Christ, wllich means 
to provide care in His name and consistent with the quality of care 
He provided. 
7. Conclusions: 
Biblically, what does "Pastoral Care" mean? 
a. Not who, but how. It is used to describe WllO is to provide 
care, but is used to describe a particular kind of care. 
b. Not any shepherd, but the Good Shepllerd. In the Bible, it does 
not simply mean to care like a shepherd would care for sheep, 
but how the Good Shepherd cares for those He loves. 
c. Care as Jesus cared. "Pastoral care" is, therefore, to care as 
Jesus, the Good Shepherd cares. Pastoral care is caring in the 
Name of Jesus, which is to care for others in a manner 
consistent with His character and love. 
Issue #3: What is the role of the lay person in providing pastoral care? 
1. The worel "lay" comes from the Greek word Laos, which, in the Bible, 
means people of God. 
2. In the Bible, the idea of the laity includes all who are God's 
people. 
a. There is no distinction in the Bible which separates the clergy 
from the laity. 
b. The clergy is actually included with the laity as on part of 
the whole. 
3. What, then, does the Bible teach about the role of the clerg:v' or 
pastors? 
a. Ministry belongs to the whole church. Ministry, which includes 
all the work of the church, is not the function of the pastor, 
but of the laity. Ministry is the function of the church as a 
whole, not just the pastor. 
b. Clergy are not the ministers. There is no suggestion in the 
Bible that the clergy are to be considered the ministers of the 
church. 
c. Pastor as an equipper. The term Itpastor" occurs only once in 
the Bible. In this instance, the pastor is not to provide 
care, but is to help equip the saints for works of service. It 
is a training function, not a ministering function. 
d. The concept of the church being divided between clergy and the 
laity is an historical development for which there is no 
Biblical support. 
e. Pastor as a part of the laity. To be truly Biblical, the 
pastor should see himself as a part of laity who has the 
function of an enabler and equipper for others to do ministry. 
When the pastor does ministry in the place of the laity, he 
ceases to perform his Biblical function. 
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4. What conclusions can we draw from this for lay persons providing 
pastoral care? 
a. Not who, but how. The term "pastoral" does not describe who is 
to provide the care, but the type and quality of care being 
provided. 
b. Loving as Jesus \~ould love. Pastoral care is care provided in 
the name and in behalf of Jesus, the Good shepherd. It is 
loving people with the love of Christ, so that through us 
others may experience His love. 
c. Everyone needs care just as everyone needs Jesus. TIle neeeis 
for care go far beyond the capabilities of one person. 
d. pastoral care is the responsibility of the church. Since 
ministry is the responsibility of tIle church, the task of 
providing pastoral care is the responsibility of the church as 
a whole, not just the pastor. 
e. Laity not only can, but must. It is not enough, therefore, to 
say that the laity can provide pastoral care, but that it is 
really the responsibility of the laity. 
5. What is the pastor's responsibility with regard to pastoral care? 
a. Involved in pastoral care. The pastor must see himself as a 
part of the laity, who must be involved with tIle laity in 
providiJlg pastoral care. 
b. An equipper and encourager. His specific responsibility is to 
enable and equip the church to fulfill its obligation to 
provide pastoral care. 
c. Meets special needs. He must be willing to use Ilis unique 
training, experience, and position to provide care in tllose 
situatioll which demand his special ~ualifications. 
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Session #2 
What Does a Lay Pastor Do? 
Purpose of this session: 
To explain the basic tasks involved in being a lay pastor in the 
Middletown Church of the Nazarene. 
Scripture: 
Love must be sincere. (Romans 12:9) 
Our Goal: 
To provide adequate pastoral care to every family that is a part of our 
congregation. 
How will we fulfill this goal? 
To develop a lay pastoral care staff which works together to provide 
pastoral care to the people of this congregation. 
How will our lay pastoral staff function? 
1. Persons who have been called forth to thi.s ministry and have applied 
to join this ministry staff will become our church's lay pastoral 
staff. 
2. Lay pastors will be formally commissioned into this ministry in a 
special service at the chllrch. We wallt the congregation to recognize 
this ministry and those involved in it as an integral part of our 
church's ministry. 
3. Lay pastors may work as: 
a. Ineli viduals. 
b. Husband and wife teams. 
c. In pairs. 
4. Each lay pastor will take responsibility for approximately eight to 
12 families to which they will provide on-going pastoral care. 
5. Monthly reports will be turned in by tIle lay pastors 
overview of their lay pastoral care activities. 
• • glVl11g an 
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6. The lay pastoral staff will meet together for on-going support and 
training every three months. We want those in thins ministry to see , 
themse].ves as a part of a team working for the good of the Body of 
Christ. 
What will a lay pastor actually be doing for his/her care group? 
P-E-A-C-E 
Pray. 
Example. 
Available. 
Contact. 
Encourage. 
1. Pray for your care group on a regular basis. 
a. The single, most important thing you can do. 
h. Make a list of your care group. 
c. Pray for them individually on a daily basis. 
d. Be aware of special needs. 
e. For some_ this will be the only care you wi 11 be able to 
provide. 
2. Be an example to your group in Christian love. 
a. The privilege of ministry must be earlled. 
b. Our actions speak louder than words. 
c. We are to be an example in the follo\~ing ways: . 
1) Life-style. What kind of Christian do people see when 
they observe liS in public? 
2) Faithfulness. We are to be all example in faithfulness to 
the ministries of the chure]l. 
3) Love. \~e are to be an example in the expressions of 
Christian love. 
4) Spiritual growth. We are to be an example in growing 
spiritually, not in being a perfect Christian. 
3. Be available to those who are in your care group. 
a. Communicate willingness to be of help. 
b. Be faithful to follow through. 
c. Be sensitive to unspoken calls for help. 
4. Make contact with your care group on a regular basis. 
a. Contact comes in two forms: 
1) Incidental contact: Occasions when you see to talk with 
someone by chance. 
2) Purposeful contact: Occasions when you have made a 
special effort to contact a specific person for a 
specific eeason. 
b. Purposeful contact is important. 
5. Be 
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c. Purposeful contact can take place in many forms. 
l) Personal calls. 
2) Invitations to your home. 
3) Going out to eat together. 
4) Telephone conversations. 
5) Cards and letters. 
d. Guicielines for lay pastors making contact. 
an 
a. 
b. 
c. 
d. 
e. 
1) Some kind of cOlltact at least once a month. Can include 
speaking to them at church, telephone call, incidental 
meeting in public, or (as a last resort) a card or 
letter. 
2) In person, personal contact on a quarterly basis. Can 
include, personal calls, invitations, dinner out, etc. 
3) Send cards or notes on special occasions (birthday, 
anlliversary, sympathy, etc.) for those in your care 
group. 
• encourager to those In your group. 
Sho\>I :tau care. 
Be a good listener. 
Be positive. 
Affim. 
Show appreciation. 
-
How will the lay pastors be assigned the families which will comprise 
their care group? 
1. You may choose up to half your care group. 
2. The pastor, working with the lay ministries committee of the church 
board, will assign other families, taking the following i.nto 
consideration as much as possible. 
a. Personality com])atibility. 
b. Geographic locations. 
c. Balance between involved and fringe persons. 
d. Qpportunities for outreach. 
Issues concerning the size of each care group: 
a. Time available to the lay pastor. 
b. The amount of care probably needed by those in the care group. 
c. The number of families in the church needing care. 
Special concern: we hope that care groups can be kept small enough 
so that new families may be able to be assigned very soon after 
• comlng. 
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Pri.nciples to Remember: 
1. Pastoral care is expressing love to another person in the name of 
.J esus Christ, enabl ing that person to experience Christ's love 
through you. 
2. Being a care-giver is being a servant. It is not being over someone, 
but being there for someone. 
3. Care-giving is mutual. When you express 
Expect that you will often find yourself 
help that you give. 
love, you 
receiving 
• receive 
as much 
love. 
or more 
4. Care-giving is demanding. 
personal limits, and make 
feeding others. 
We must be careful to stay within our 
sure hat we are being fed as well as 
5. Care-giving requires the power of the Holy Spirit. If we try to do 
it alone, we can be sure we will fail. 
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Session #3 
Providing Routine Pastoral Care 
Purpose of this session: 
To learn the basic skills utilized in providing pastoral care on a 
routine basis. 
Scripture 
Therefore encourage one another and guild each other up, just as in fact 
you are doing. (1 Thessalonians 5:11) 
What is considered routine pastoral care? 
Expressing the love of Christ to people not in a particular crisis or 
need. 
Why provide routine care? 
1. People need care. Just because 
does not mean they do not still 
know that they matter. 
people do not have 
need to be loved. 
any pressing needs 
Everyone wants to 
2. Establishing relationships. By loving people during normal times, we 
earn the privilege of ministering to them during times of crisis and 
need. 
3. Hidden needs. During these expressions of love we often learn of 
needs that would not otherwise be known. 
4. As much as 80% of the pastoral care you will provide will be this 
kind of care. 
What are the goals of routine care? 
1. To express the love of Christ. 
2. To know and understand those under your care better. 
3. To provide spiritual encouragement and supJ;lort. 
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What are the necessary qualities and skills needed to provide this kind 
of care? 
1. Be genuinely interested in people. 
2. Be a good listener. 
3. Know what to say. 
4. Lead in a simple prayer. 
Developing the Basic Skills: 
1. Showing genuine interest 
" 
, 
a. Learn and remember the names of all family members. 
b. Learn about vocations. 
c. Learn about family, 
d. Learn about their home. 
e. Learn about interests and hobbies. 
f. Talk to and show intel'est in children. 
g. Learn about important events. 
1) Deaths and births. 
2) Health problems. 
3) Moves. 
4) Major purchases. 
5) Changes in work, includi118 promotions, lay-offs, 
transfel's. 
2. Being a good listener. 
a. May be the most important expression of caring and love. 
1) Everyone wants to be heard, to know theil' opinion counts. 
2) MrulY people feel they are Ilot understood. 
3) We earn the right to be heard by first listening. 
b. Necessity of listening. 
c. 
1) Listening is the first task of caring. 
2) The only way we can really know someone is to 1 isten to 
them. 
3 ) Listening • the final task of • IS carIng. 
Learn active listening ski lIs. 
1 ) Listening is hard work. 
2 ) More this • the next • on In seSSIon. 
3. How do I know what to say? 
a. Lean you don't always have to say something. Sometimes, it is 
best to be quiet. 
b. Don't get up-tight about what to say. Remember that your first 
task is to hear them, not for them to hear you. 
c. Talk about what they want to talk about. When i.n doubt, ask a 
question. 
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d. Express affirmation. Say something positive about something 
important to them. 
1) Complement them. 
2) Express wonder or amazement at something. 
3) Make sure you are sincere. 
e. Express understanding. 
1) About their troubles. 
2) About their blessings. 
3) About their searching. 
4) Never say, "I know how you feel." 
f. Express encouragement. 
1) Promise to pray for them. 
2) Let them know of your continued interest in them. 
3) Don't promise what you cannot know. 
g. Share your testimony. 
1) Tell about what the Lord means to you personally. 
2) Say something positive about the church or its ministry. 
3) Do not preach. 
4. How do I lead in prayer? 
a. Why have a prayer? 
1) Prayer is the most effective thing we can do for someone. 
2) People need prayer, and it helps them to hear you pray 
for them. 
3) It is an excellent way for you to express your faith. 
b. When should I lead in prayer? 
1) This is generally a good way to end a visit. 
2) There are occasions when yOll must be sensitive to a 
situation in which a prayer would not be appropriate. 
3) Ask for permission to pray. 
c. What a prayer does not need to be. 
1) Long. 
2) Religious sounding. 
3) Perfectly worded. 
d. Some tips on leading in prayer. 
1) Use conversational language: Talk just like you do any 
other time. There is no need us use special words or a 
loud voice. 
2) Give thanks: If nothing else, express thanks for the 
time you had to visit 
3) Be personal: Use tIle names of the people you are with. 
There is something about hearing your name being 
mentioned in prayer. 
4) Pray specifically: Be sure to mention any issues or 
concerns that came up in your visit. 
5) Be brief: A short prayer is not only easier, it is 
generally more appreciated. 
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Making that first callan someone you do not know: 
1. Letter of introduction. 
a. The church wi 11 send a letter to every fami ly in your care 
group, explaining the lay pastoral care ministry. 
b. You will be introduced as one of our lay pastoral care staff 
who will be contacting them i.n tIle near futllre for the purpose 
of getting to know them better. 
2. Making and appointment. 
a. Call tIle person on the phone and introduce yourself as one of 
the lay pastors from the churcll. 
b. In cases when someone has no phone, stop by the home. 
c. Ask them if they received the letter from the church about the 
ministry. If the do not remember, briefly explain that you are 
a member of the lay pastoral care staff of the church. 
d. Express your desire to get together for the purpose of becoming 
better acquainted with the, Try to set a date and time for a 
visit. 
e. Emphasize that your visit does not need to be lengthy or that 
they need to make special preparations for YOlir visit. 
f. For those who resist your call, do not push it. Future 
training will instruct you on how to deal I~ith this 
effectively. 
g. For those you already knOl~, plan to get together with them ,just 
for the purpose of friendship. 
3. Preparing to go. . 
a. Pray for your visit. 
b. Dress casually, but neatly. 
c. You are not going alone. Remember, you are gOillg in the llame 
of Christ and with the presence of the Holy Spirit. 
d. Failure is impossible. You have already succeeded by showing 
you care. 
4. At the door. 
a. Take a deep breath to relax. 
b. Knock loudly enough to be heard. Make sure the door bell 
really worked. 
c. Introduce yourself again as a member of tIle lay pastoral care 
staff of the church. 
5. Once inside. 
a. Make sure you know everyone's name, including the dog. 
b. Find something to compliment them on. 
c. Be sensitive to what may be happening in the home and the 
possible need to make the visit especially brief. 
d. Focus on them and talk about things that are of interest to 
them. Show that you are genuinely interested in them. 
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e. Ask about their involvement with the cllurch (which worship 
service, SUllday SCllool class, how long attellding, \qhere they 
usually sit). 
f. Ask if the have any questions about the church? 
g. Ask if there is anything that the church could do to better 
serve them or their families Ileeds? 
1) This lets them know we really do care how they feel. 
2) This helps us know what we can be doing better. 
3) This may give you an opportunity to tell them about 
something our church offers about which they do not know. 
6. Bring it to a close. 
a. Thank them for their time and friendliness. 
b. Ask permission to pray for them. 
c. Leave on time. It is better to leave with them wishing you had 
stayed longer than with them wishing you had left sooner. 
7. Following up. 
a. Possibly send a card or note thanking them for the visit. 
b. Follow through with any promises. 
c. Record and report the visit. 
Monitoring Church Attendance: 
1. This is an important task, for you \~ill be the one W]10 will first 
notice that someone has been absent. 
2. You may possibly need to change worsllip services occasiollally to see 
those who attend the one you don't. 
3. Seek your people out at church when possible to greet them and show 
them that someone notices them. 
4. When you notice they are absent, call to let them know they were 
missed. 
5. I f they are absent for a month, noti fy the pastor. 
Other kinds of routine care in which you may be involved: 
1. Cards and expressions of care. 
a. Information of birthdays and anniversaries will be provided. 
b. Be creative in expressions. 
2. Occasional phone calls. 
a. Be sensitive to their time and schedule. 
b. Keep it short unless they express a desire to talk. 
c. Let it be a kind expfession of interest. 
-
3. Personal invitations to special chllrch events. 
a. Especially needed for fringe people. 
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h. Offer to be with them as a chance to get to know them better. 
4. Invitations to group fellowsllips. 
B. Have a party with others from the church. 
h. Go out to eat together with a group. 
c. Go to a special event, such as a concert or sporting event. 
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Session #4 
Pastoral Care in Crisis Situations 
Purpose of this session: 
To prepare lay pastors to minister to people who are experiencing crisis 
in their lives. 
Scripture: 
I can do everything through him who gives me strength. (Philippians 
4: 13 ) 
Principle of ministry in crisis: 
To minister the presence and love of Jesus Christ through our presence 
and love. 
Responsibilities for notification about crisis': 
1. When the church becomes aware of a particular crisis, the lay pastor 
responsible will be notified as soon as possible. 
2. When" the lay pastor becomes aware of a crisis, the first 
responsibility is to notify the church or pastor. 
General types of crisis situations in which you may minister: 
1. Death or tragedy in the family. 
2. Sickness and hospitalization. 
3. Personal and emotional difficulties. 
4. Family and relational problems. 
5. Spiritual issues. 
What are the qualities people need from pastoral care during crisis? 
1. Compassion: People need to know that you do care. 
2. Presence: Your presence is the most important ministry you give. 
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3. Calmness: \o,1hen people are fall ing apart, they need someone there Hho 
is staying together. 
4. Listener: Your first priority is to listen. Offer advice very, very 
sparing'ly. 
5. Suppoet: People need to know you are on their side and someone the~' 
can lean on. 
6. Advocate: They often need someone who will help them do what they are 
unable to do for themselves. 
7. Sensitivity: Sense when someone wants to be left alone and when they 
want someone there. If you don't know, ask. 
Some things you don't need to worry about: 
1. Having all the answers: Your task during crisis is not to be able to 
say all the right things. I t is primari ly to be there in love. 
2. Sol v ing all the problems: You can't do this anyway. 
there as a resource and a channel through whom God's 
Instead, be 
help will come. 
3. Making them feel better: You can't do this either, God will use your 
love to begin healing, but you cannot make someone feel anything . 
. 
4. Doing i t alon~: Remember, you are a part of a staff and a ministry 
team. Call one of the pastoral staff or another lay pastor whell you 
are dealing with something that is too much for you. 
What are the basic skills for dealing with crisis situations? 
1. Communicating Compassion. 
a. Presenc~: This is your greatest tool for communicating love. 
People simply need to know you care enough to be there. 
b. Silence: You don't have to enter these situations thinking you 
have to say something. Sometimes your greatest act of 
compassion is keeping quiet. 
c. Listening: Develop the skills for active listening discussed in 
a following section. Being a listener is the greatest tool we 
have for showing compassion. 
d. Creative helpfulness: Think about what you would need from 
someone if you were in a similar circumstance. Offer gently to 
provide that kind of assistance. 
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2. Being calm in the midst of the storm. 
a. Pray for God's l1elp to be calm. People do not need a care-
giver who becomes overly emotional. 
b. Acknowledge your own fears and uncertainties. Just because you 
are nervous on the inside does not mean you have to act that 
way on the outside. 
c. Accept your limitations. You can't do it all and you dOll't 
have to. You have succeeded just by offering your presence and 
availabil i ty. 
d. It's still ok to show some emotion. Do not interpret this to 
mean that you have to hide all your emotion. It is just 
important that you not become overly emotional. 
3. Utilizing active listening skills. 
a. This is the single most important task you will do during 
• • 
criSiS. 
b. Concentrate on wbat the person is saying. 
1) Listening is not thinking about what you are going to say 
after the other person stops talking. 
2) Constantly re-focus your attention. We have the ability 
to concentrate on anyone thing for only about 3 seconds. 
c. Listen not just to words, bllt ideas, opinions, and feelings. 
I} Listen for what the person thinks about what is being 
talked about. 
2) Listen for what the person feels about what is being 
talked about. 
d. Confirm what you have heard by asking questions. 
1) Questions show that you are really interestecl in what is 
being said. 
2} Questions make sure that you really do understand. 
e. Express acceptrulce of the person. 
1) Do 110t judge, that is not our job, tl1at's God's job. He 
doesn't need our help. 
2) We communicate love by really listenil1g and showillg tllat 
we accept them regardless of what is said or felt. 
3) This does not mean that we must agree with them on 
everything, but that expressing our opinion at this time 
is not necessary. 
4. Express Encouragement and support. 
a. Support is best communicated by understanding. 
1) Be sensitive to their feelings. If you are not sure if 
they would rather be a].olle, ask them. 
2) Do not force yourself or your care on people. 
b. Offer to pray with the person for God's 11elp. 
c. Promise to pray for them and their si tuat.ion. 
d. Offer to help in specific ways. 
e. Make yourself available and follow through. 
f. Be very careful about offering advice. Most of the time people 
don't need your advice, just your love. 
g. Get other pastoral help or refer to other sources of help. 
Know your limitations. 
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5. Being an advocate. 
a. Help them to get the help or answers they need. 
b. Put yourself in their situation. Think of ways you WOllld need 
help and assist them in those ways. 
c. Do for them those things which they might have difficulty doing 
for themselves. 
1) This may include making or answering phone calls, 
providing meals, house cleaning, driving. 
2) Be sensitive and do not be too pllShy. Remember that some 
people would prefer to be left alone or with just family. 
Ministering in specific kinds of crisis: 
1. At times of death and tragedy. 
a. Your first responsibility is to make sure the church or pastor 
knows about what has happened. 
h. Go to them as soon as you reasonably can. 
1) Your presence is your greatest gift of love. Don't worry 
about what to say, just be there. 
2) Offer your sympathy and any help you may be able to give. 
c. Things to avoid saying. 
1) "I know how you feel. It 
2) "You just have to accept this as God's will." 
d. Do not be afraid of tears. Do not try to stop them from 
crying. Crying is often very therapeutic. 
e. Allow the person to talk. Focus on listelling rather than 
talking yourself. 
. 
1) Let tllem talk about the person or what happened. It is 
all right to use the name of the person who died. 
2) Do not feel like you have to defelld God. Let them 
express their questions witll0ut feeling like you have to 
answer them. It is acceptable to say "I don't krIOH." 
3) Do not force them to talk if they do not want to. 
f. If the opportunity comes, offer to Rray with them. 
g. Be very sensitive to their needs. 
1) Try to recognize when they want to be left alone. 
2) Offer to do things for them. 
3) If there is something you can just do that would be 
appreciated, just do it. 
h. Remember them after everyone else has gone. 
1) This is the part of care often most neglected. 
2) Grief takes time and needs continuing support. 
3) Offer understanding and a receptive ear. 
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2. Serious illness and hospitalization. 
a. Noti fy the church when you become f" 11 a\~are 0 serIOUS 1 . ness in 
one of your families. 
b. Calling on the ill in the hospital. 
1) Respect posted visitation hours ill hospit.als. 
a) Most hospi tals have ver~' flexible hOllrs for persuns 
on regular floors, but very limited ac(:ess in 
critical care areas. 
b) It is a good ides to call the hospital alld ask 
about the patient before hand. This will help y011 
to kno\~ for sure the person is still a patient and 
if visitation is restricted. 
c) Hospital Phone Numbers: 
St. Johns, Anderson: 649-2511 
Community, Anderson: 642-8011 
Ball Memorial, Muncie: 747-3111 
Henry County Memorial, New Castle: 521-0890 
Call the church or pastor for information 
concerning other hospitals. 
2) Keep calls relative short. 10-15 minutes is usually lOllS 
enough. 
3) Be sensi ti ve to how the person is feeling. I f feel ing 
bad, go away. 
4) Allow the person to talk if the want to. Do not talk t.oo 
much yourse If . 
5) Do not sit on the person's bed. 
6) Ask to pray a brief prayer with them. 
c. Providing care during recovery at home or COT1\'alescence at 
nursing home. 
1) This is the most neglected aspect of Ollr church's care 
for the ill. 
2) Use many methods of showing care, including visits, 
telephone calls, and cards. 
3. Personal and emotional difficulties. 
a. Your primary task is to listen. 
1) Don't expect to have all the answers. 
2) Do not try to provide too much advice. 
3) Let them know you care. 
b. Know your limitations. 
1) Don't try to do too much. If you feel like you in over 
your head, you probably are. 
2) Cal.l for help from the pastor or another person. 
3) Help the person get help by referring to another source. 
c. Be aware of your sources for referral. 
1) The pastor or other staff member. 
2) Professional Christian counseling. One good source 
available to us is the Christian Counseling Center in 
Anderson, phone: 643-6017. 
3) Medical Doctors 
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d. Special issues of concern when you should definitely get help. 
1) Persons expressing feelings of self-destruction. 
2) Persons expressing feelings of harming someone else. 
3) Serious drug or alcohol problems. 
4) Suspicions of child abuse. 
4. Family and Relational Crises. 
a. Be a listener. 
1) Many times people just want someone to listen. 
2) Often this is all you can do. 
3) Be careful about giving too much advice. 
b. Encourage them to get help if help is needed. 
1) Refer them to another counselor. 
2) Offer to pray with them and for them. 
3) Be careful not to get in over your head. 
5. Spiritual Crises. 
a. Be a listener. 
1) Don't jump to conclusions about the problem. Listen to 
determine what the real problem is. 
2) Identify with their feelings and struggles. 
b. Share your own faith and testimony. 
1) Tell about your own spiritual pilgrimage. 
2) Do not insist they have your experience. 
3) Use scripture as much as you know. 
c. Don't feel like you have to have all the .?-nswers. 
1) It's 9k to say "I don' t ImO\~." 
2) Promi~e to try to find Ollt the answers. 
3) Point them to possible sources for the answers. 
d. Don't preach or be judgmental. 
1) This is generally a sure turn-off. 
2) Judging is not your job. 
e. Call in the reserves if you feel you need to. 
1) Ask them for permission to call or talk to the pastor or 
staff. 
2) Alert the pastor of problems about whicll you feel he 
should be aware. 
f. Utilize the power of prayer. 
1) Pray with them, but do not pray at them. 
2) Pray for them after you have met. 
Concluding Comments: 
1. Most of your care will. not be needing to deal wit]l crisis. This 
session is to help you deal with those few times you will need the 
ski lls. 
2. Do not worry about failure. 
not to solve the problems. 
Your primary responsibility is to love, 
Leave the miracles to God. 
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3. Keep in mind the importance of keeping confidences. When people 
trust you with things they do not want know, you are morally 
obligated to keep tJleir trust. More on this in Session #6. 
4. Always remelober the power and effectiveness of prayer. whell you 
don't know of anything else to do, pray for the situations which are 
bigger than you. 
5. Always remember that you can call for help. 
overwhelmed by trying to go it alone. That 
in onr church. 
Never let yourself feel 
is why we have a pastor 
6. Future training sessions will often further equip you to deal with 
these kinds of problems. 
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Session #5 
Pastoral Care with Difficult People 
Purpose of this session: 
To help lay pastors know how to minister the love and presence of JeSllS 
Christ to those whom such ministry is difficult. 
Scripture: 
Love your enemies, do good to those who hate you, bless those who curse 
YOII. pray for those who mistreat you. (Luke 6: 27-28) 
Realities of pastoral care ministry: 
1. Most people for whom we care are receptive to care and are relatively 
easy to love, 
2. The rear e a -,-v-=e..:or..oLY---"fc.::ee..;w-,--p",-e=o...,p""l=.e who will m ak e min i s try d iff i cu 1 t 
way or another. Do not let the situations of this session 
intimidate you. 
• In one 
3. As ministers, we must be equipped and prepared to pl'ovide the love 
and presence of Jesus Christ even to those for whom this is 
difficult. 
Biblical principles concerning this kind of love as taught in Luke 6: 27-
28 
1. Love 
know 
• your enemIes: 
that there is 
If Jesus commands us to love our enemies, 
no one whom we are not expected to love. 
then we 
2. Do good to those who hate you: Love is not a feeling but a behavior. 
In ministry we are called on to express love to people by how we 
treat them. This kind of love is expressed without expectations of 
it being returned or even appreciated. 
3. Bless those who curse you: One of our greatest expressions of love is 
to say kind things to people. As lay pastors Ollr words of 
• 
encouragement and love are important tools for care. 
4. Pray for those who mistreat you: Our greatest method of caring for 
difficult people is to pray for them. Let us never underestimate tlle 
power and effectiveness of prayer, even with what seems to be 
impossible si.tuations. 
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Some general observations concerning ministry with difficult people: 
1. In most circumstances, the methods of care are the same as for 
others. Remember P-E-A-C-E. 
2. Your success 
respond, but 
in pastoral care is not 
by your faithfulness to 
measured by how many people 
• • your mlSSlOI1. 
3. Do not feel like you have to carry the load of this care alone. 
There are many forms of support available to you. 
a. The Holy spirit is always with you. You really are not alone. 
b. The Pastor is available for advice and encouragement. 
c. Fellow lay pastors, who may have had similar experiences, can 
be a source·of support. 
d. Review the training we are giving you in this session of 
training. Much of this session is to be a resource for future 
reference. 
Tips on providing pastoral care with various kinds of difficult 
situations: 
1. When someone doesn't want your care. 
a. Try to determine the reason they are resisting. 
1) Have they received and understood the letter from the 
pastor explaining our lay pastoral care ministry? 
2) Do they feel tllreatened by someone trying to express 
caring love to them? 
3) Is it a matter of pride for tllem? Are they convinced 
they do not need any care? 
4) Are they simply private people who really do not want or 
appreciate this kind of interest in their lives? 
5) Do the feel like you are trying to take the pastor's 
place and if they accept you r care then they wi 11 no 
longer have the pastor's attention? 
b. Some ways to overcome resistance. 
1) Be persistent without being PUSllY. Some people are not 
really resisting, they just simply can't believe someone 
would really be interested in them. 
2) Try different methods of getting together with them. If 
they resist a call in their home, try inviting them to 
yours, going out to eat, meeting and sitting with them a' 
church, or any other idea you may have. 
3) Focus on being a friend first. Rather than have them 
think of you as being their lay pastor, emphasize that 
you just want to be a friend. Let the rest of the 
relationship develop later. 
4) If you have mutual friends in the church, enlist their 
help. Perhaps if you can spend time in a group and be 
able to break down the resistance. 
-
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c. What you do when the resistance persists. 
1) Sense when someone really doesn't want your care and 
respect their wishes. 
2) Talk to the pastor about your experience and get his 
advice and support. The pastor is not there to criticize 
you efforts, but to encourage and make suggestions. 
3) Express you availability and continued interest, but let 
tllem know you will not bother them. 
4) Cant inue to care in any way you can. 
a) Pray for them. 
b) Send cards on special occasions. 
c) Be friendlI at churcll and at other occasions. 
d. Some things to keep in mind. 
1) Do not take it personally. Resistance to expressions of 
love and care generally has its source in the person 
resisting, not the person offering love. 
2) The resistance is probably general. Many people who 
resist your care I~ill resist all care. 
3) Some people resist even care from the pastor. Not even 
the pastor of our church is accepted by everyone. 
e. Will these people be re-assi,gned to another lay pastor? 
1) No one will be removed from your care group just because 
they resist your care. 
2) No one will be removed from your care group without 
consultation with you. 
3) You may discuss having someone reassigned if you believe 
someOlle else could be more effective. 
4) Re-assignment will be done reluctantly, thought if it is 
determined to be in the best interest of all involved, we 
\oIi 11 do so. 
• 
2. When someone has a personality that you do not like. 
a. Dealing with your feelings. 
1) Don't feel guilty for not liking someone. This is an 
emotional response over which you have very little 
control. 
2) Don't be controlled by your feelings. We do not have to 
let our behavior be controlled by our feelings. 
3) We can love someone we do not like. Love is a behavior, 
something we do. We may not be able to control how we 
feel toward someone, but we can control how we treat 
them. 
4) Feelings will often follow our behavior. When we act in 
a loving way toward someone we do not like, we will oftl 
find that we will also begin to like them more. 
b. Expressing love toward someone we do not like. 
-
1) Fray for the help of the Holy Spirit to love tl1at perso. 
through you. You may not have the power to love them, 
but with God's help you can. 
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2) See past the personality and look for the real person. 
Many people who are disagreeable are that way, not 
because they want to be that way, but because they don't 
know how to be any other way. 
3) Do not be fake or insincere. This means you should not 
say things about how you feel which are not true. 
4) Take time to listen. Often when we get to kno\{ the real 
person, we find they are not as unlikable as we thought. 
5) Use the Biblical principles for love found in Luke 6:27-
28. 
c. Some other helpful hints. 
1) Have realistic expectations. Do not try to do too much. 
Express love simply and sillcerely. 
2) Give yourself time. This kind of love is not easy and 
usually takes time to bring results. 
3) Don't let yourself off the hook. Loving in these 
circumstances is a real growth and learning experience 
that has valuable spiritual rewards. ("I f you love those 
who love you, what credit is that to you?") 
3. When you suspect someone doesn't like you~ 
a. Dealing with your feelings. 
1) Consider the possibility that you are wrong. We often 
misinterpret other people's feelings. 
2) Their feelings toward you is ultimately their problem, 
not yours. 
3) Your behavior toward them must not be determined by hOI>' 
you think they feel. 
4) Most of the time someone who doesn't like you doesn't 
really know you. Once they get to know you, they will 
probably like you better. 
b. Showing love to those who do not like you. 
1) Do not be intimidated by your insecurity. Remember that 
you may be misreading them. 
2) Express love in simple, non-threatening ways. If they 
really don't like you, you may be able to win them by 
just showing love. 
3) If feelings persist, don't push yourself on them. 
Remember that you can discuss any such problems with the 
pastor confidentially, 
c. Some other helpful hints. 
1) No one is so likable that they can be liked by everyone. 
Some personalities just do not mix. 
2) Because someone doesn't seem to lie you does not Inea!1 yc 
have failed. It is not man's approval, but God's 
approval that we must have. 
3) There may be cases when we have to realize that someone 
else may be more effective in ministering to some people 
that we can be. That's one reason why God made us so 
different. 
4. When someone seems to undergo personality changes. 
a. Understanding the problem. 
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1) Recognize that some people do have problems with moods. 
Some people have greater emotional swings than others. 
2) Understand that mood slfings are not necessarily a SigIl of 
sQiritual problems, but often do result in spiritual 
difficulties. 
3) Come to recognize that the mood swings are not a 
reflection on you and are not your responsibility. 
4) Such problems often result in feelings of low self-worth 
and discouragement with life. 
5) If the problem is extremely drastic, you may need to try 
to help them get help. 
b. Loving people with personality changes. 
1) Your first goal is to express love and acceptance. 
2) Be sensitive to and eXQect changes in moods, and learn to 
overlook the negative effects. 
3) People who struggle with this need someOlle who will love 
them no matter what. 
4) Exercise patience with such people, and continue to love 
them during those times when they are struggling. 
c. Some other observations. 
1) Try not to let these changes be threatening to you. If 
they sometimes say things which hurt, work to overlook 
them. 
2) Do not think it is your job to change them. Your 
responsibility is to express love and acceptance. 
3) Seek advice from the pastor if the situation is something 
you are having difficulty dealing with. 
5. When someone makes you feel inferior or threatened. 
a. Understanding your feelings. 
1) People who project this attitude usually do so becallse 
they themselves feel inferior or threatened. 
2) Remember that God has called you into this ministry. He 
will use and empower you. 
3) A person can make you feel this way only if you let them. 
b. Expressing love to these kinds of people. 
1) Remember to gain your own self-esteem from God, who has 
adopted you and brought you into this ministry. 
2) See through the attitudes of the other person and know 
that they are insecure as much or more than anyone else. 
3) Express love in the simple, safe ways first. Do not try 
to do too much too soon. This will help yOlJ gain 
confidence. 
c. Some other observations. 
1) As you show love and get to know these persons, you will 
often find that you really were misinterpreting them. 
2) Always ask God's help for strength and confidence wIlen 
ministering in these situations. 
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6. When someone will not talk to be friendlx. 
a. Hhy- do some people have such a hard time talking? 
1) They have never talked much, and they are treating you 
the same why they have always treated others. 
2) They have never had allYOlle interested in them enough to 
listen to them. 
3) They are afraid of re.iection or .judgment. If they don't 
talk, then they don't risk being rejected. 
4) Don't assume that because a person has difficulty talking 
they really don't want your friendship. These people are 
often use to people Ilot wanting to be their friend 
b. Ministering to these people. 
1) Choose subjects to talk about on which they are the 
expert. For example, their work, children, hobbies, etc. 
2) Try to get on their turf. They will feel most 
comfortable in a place where they are secure. 
3) Take someone with you to help stimulate conversation. 
Work together to include the person in the visit. 
4) Keep the visit relatively short. If talking is difficult 
for the person, extending tIle time will only make them 
more uncomfortable. 
5) Affirm your interest in them and follow through witll 
another visit. 
c. Some other observations. 
1) Give this ministry time. Don't expect too much too SOOll. 
2) Don't let their silence cause you to feel threatened. 
Some people just have a hard time talkillg. 
3).Persons who seem llnfriendly aloe often starved for 
• 
friendship. See this as a great opportullity for 
ministry. 
7. When someone wants to argue or debate. 
a. Understanding this behavior. 
1) Argumentative people often use this to mask their OWll 
insecurities. By arguing with you, they keep you fcom 
getting too close. 
2) There are some people who really do enjoy a good debate. 
For them it is a kind of sport. 
3) Some people especially Hant to argue about religion. 
This is often an attempt to control you and the direction 
of your conversation. 
b. Ministering to people who want to argue. 
1) There is usually little to be gained by arguing with 
someone, especially about religion. 
2) You are Ilot admitting that someone is rigllt just because 
you choose not to debate them about an issue. 
3) A person who seems intent on arguing \~ill not be able to 
argue if Ile is the only person arglJing. You can respond 
to their statements with non-committal responses such as, 
"That's an interesting point of view" or "I never really 
though of that before" or "I can see you have really 
thought some of these things through." 
Rogers 277 
4) You can often respond to a person who is wanting to draw 
you into an argument by reporting experience rather than 
opinion, "I have found that for me, Jesus means ... " or 
"When I accepted Christ as my Sav ior, this is what \·wrked 
f " or me ... 
5) Your ultimate goal is to communicated accept?-l1ce and love 
for the person, You do this by listening, but by 
refusing to be drawn into an argument. 
c. Some other observations. 
1) People who want to argue generally do so with a closed 
mind. Give up the idea that you will be able to convince 
them. 
2) We llltimately win such a person to Christ not by our 
argument, but by our love. Persist in loving, not 
debating. 
3) Generally, it is also a good idea to avoid discussion on 
politics. There is more potential for harm than for good 
in such conversations. 
8. When someone want to gossip or talk too much. 
a. Understanding the behavior. 
1) Gossip is generally an expression of insecurity and 101-1 
self-esteem. It is an effort to build one's self up at 
tIle expense of someone else. 
2) Those \q!lO talk too mIlch usually do so to demand 
attention. They want to knOl~ that they matter, and in 
doing do, tend to drive people away. 
b. Ministering to those who gossip and talk too much. 
1) Do not reward gossip by expressing interest or amazemellt. 
Respond by simply talking about something else. 
2) Refllse the temptation to join in gossip. It is really 
easy to jump on the band wagon. 
3) Respond to gossip with positive and affirming comments. 
Absolutely refuse to say anything negative about another 
person. 
4) When a person talks too much, really listen. These 
people are not use to having someone love them enough to 
listel1. Resist the temptation to shut them off. 
5) Before going to visit such a person, schedule someplace 
to be afterwards, so that you can get away. Explaill your 
schedule at the beginnj.ng of the visit. 
6) Really pray for God's l1elp to keep a good attitude 
yourse If. 
9. When someone is negative and critical. 
a. Understanding the person. 
1) TIlis attitude is also an expression of insecurity and a 
desire for attention. 
2) People who are in this way do ll0t usually like being this 
way. 
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b. Ministering to the negative person. 
1) Counter their negative comments with something positive. 
2) When they do happen to be J20sitive about something, 
affirm it strongly. 
3) Do not let them drag you into their negativism. A 
critical attitude can be catching. 
4) Keep visits with negative persons short. Being around 
this kind of thing call drag you down too. 
10. When someone has criticisms and complaints about the church or its 
leadership. 
a. Why do people do this? 
1) They may have legitimate complaints. 
2) They may have their feelings hurt and are lashing back. 
3) They may be under conviction. 
b. How do you respond to these kinds of complaints. 
1) Listen to tllem carefully. 
2) Express understanding of their feelings and that you are 
sorry they feel that way. Do not feel like you have to 
change their feelings or opinions. 
3) Thank them for letting you know how they feel and that we 
are interested in improving. 
4) Tell them something positiv~ about the church which you 
have found to be meaningful to you. 
c. Using these criticisms. 
1) Your pastor really does want to know these things. 
Otllerwise there is little charlce for tile church to 
respond and hopefully to do better. 
2) We should not be threaterled by these criticisms. Knowing 
these tllings gives an opportunity to do somethillg. 
3) We must distinguish legitimate criticisms from those 
which are not, 
4) We should use them to help llS know where we are weak and 
to become better. 
11. When someone is trying to take advantage of IOU. 
a. There are some people who do take advantage of others. 
b. How to respond to this? . 
l) Remember, we are servants. To some extent we are there 
for people to take advantage of us. 
2) Know your limitations, both emotionally and physically. 
None of us have unlimited resources for helping others. 
3) Learn how to say no. It really is ok 110t to meet every 
need that comes our way. 
c. Some things to remember. 
l) Sometimes it is possible that in trying to help someone, 
we are hurting them. 
2) Sometimes our best way of lovillg someone is to not help. 
3) Ministry is always a matter of determining priorities. 
None of us can meet every need that presents itself. 
4) We must also leave time for ourselves. Do not let 
yourself get burned alIt. 
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Session #6 
The Lay Pastor as Responsible and Accountable 
The purpose of this session: 
To provide principles of conduct and priority to enable the lay pastor 
to effectively fulfill the ministry of pastoral care. 
Scripture: 
Do your best to present yourself to God as one approved, a workman Hho 
does not need to be ashamed and Hho correctly handles the word of truth. 
(1 Timothy 2:15) 
Our goal for ministry is excellence 
1. What we do for Christ deserves to be done in the best way we know 
how. 
2. What excellence is not. 
a. Perfection: God does not expect us to be prefect, but he does 
want us to be the best we can be. 
b. Success: We are not measured in nlinistry by results, but rather 
by faithfulness. 
c. Workallolism: We are not expected to spelld so much time in 
ministry. that we destroy ourselves. 
3. What does excellence require? 
a. Commitment to Christ and His ministry: Hhat we do we do because 
of our love and devotion to our Lord. 
b. Training and growth: We never learn all there is to know. 
Excellence is a process, not an acquisition. 
c. Prioritization: No one can do everything there is to do. We 
must focus on doing well what we consider to be important. 
d. Contentment: We will never be our best if we are always do\~n 
on ourselves or constantly feeling guilty for what we are not 
able to do. Taking satisfaction in what God has allowed us to 
do for Him will enable us to be at peace as we continue to 
serve him. 
e. Self-honesty: Knowing our shortcomings and failures should 
serve as a cllallenge to grow and to do better, not to become 
discouraged and defeated. 
f. Vision: Being able to see the possibilities of what can be ani 
how the Lord will help 11S brillg it to a reality is essential 
for excellence. 
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Excellence demands responsibility.: 
1. A lay pastor must be self-motivated. 
a. No one will make you do this ministry, you will have to 
motivate yourself to get started ruld follow through. 
b. Be sure to clarify in your minds the minimum expectations laid 
out for this ministry. 
1) Remember P-E-A-C-E. 
2) Minimum contact expectations. 
c. This ministry demands a prioritization of activity. You will 
not be able to do everything you will like to do or think you 
should do. Make sure YOll do what is really important. 
d. This ministry will require creativity and initiative to do 
well. Don't let yourself be limited in the possibilities of 
ways you may show care which will be both effective and less 
demanding. 
2. A lay pastor must be professional in conduct. 
a. Ministers with confidence: You have been commissioned and 
given authority to minister as a lay pastor. 
b. Makes a good impression! You are representing Christ and His 
church. Your appearance ,should be neat and appropriate. It is 
acceptable to dress casually, but be careful that your dress or 
appearance does not offend. 
c. Is dependable and prompt: You should follow through on 
promises made and on time to appointments. 
d. Has purpose and efficiency: Get down to business. life can be 
friendly ruld caring and still make sure that we are not an 
intrusion on peoples lives and time. 
e. Knows limitations and shortcomings: You will impress people 
more when you can admit you need help with a situation than if 
you go forward and make a mess of things. 
3. A lay pastor must keep confidences. 
a. Knm~ the difference between public information and pd vate 
information. 
1) Public information includes things that are already 
common knowledge or is intended to be common knowledge. 
2) Private information includes anything a person may not 
want to be public knowledge. This is particularly true 
of information which if known may in any Hay be damaging 
to the person. 
b. What kinds of things sllould. be held in confidence. 
1) Anything that a person ask to be kept in confidence. 
2) You should assume that nay private information should be 
held in confidence. A person does not need to ask for 
confidence for you to prove it. 
3) This includes events, statements, opinions, and 
• • ImpreSSIons. 
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c. What does keeping confidence with someone mean. 
1) It stays with you and goes no further. 
2) You make no exceptions, for that is the only way you can 
be sure the confidence is kept. 
d. The use of consultation for situations in I~hich you need help. 
1) Ask the person permission to get advice from someone 
else. 
2) Get consllitatioll from someone who understands the 
absolute necessity of confidence. Pastor, counselor, 
physician. 
3) When consulting, divulge 01lly that il1formation necessary 
for getting advice. For instance, it may l)e l1ecessary to 
not reveal the identity of the person for whom you are 
seeking help. 
e. Circumstances when confidence may have to be broken. 
1) When there is suspicion or evidence of child abuse. 
a) By state law this must be reported. 
b) Come to the pastor for help in dealil1g with 
something like this. Don't try to handle this 
alone. 
2) When you fear someone may actually hurt themselves or 
someone else. 
a) Get professional help. You owe it to the person, 
because they are not responsible for themselves. 
b) Call the pastor for assistance. Don't try to 
handle this alone. 
4. A lay pastor must share Christ. 
. 
a. Our first responsibiJ.ity is to show the love of Christ through 
our care and interest in their lives. 
b. We need also to be able to verbalize our own faith. 
c. What does this not mean? 
1) Being able to preach. 
2) Being able to persuade someone to become a Christian. 
3) Being able to answer every question or objection someone may 
have. 
d. What does this mean? 
1) Telling someone how you became a Christian and what being a 
Christian has meant to you. 
2) Telling someone what Jesus means to you right nOI'. 
3) Acknowledging some of your own struggles and your spi ri tllal 
• Journey. 
4) Witnessing is reporting what we have actually experienced. 
This means you simply tell your own personal story of 
what has actually happened in your life. 
e. Preparing and practicing your testimony. 
1) Write down or at least think through what your own spiritual 
experience has been. 
2) Don't try to tell it like you would like it to be, just what it 
really has been. Your real story is wl1at will come 
through most genuinely and effectively. 
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3) Tell your story to someone you know, Use a sympathetic 
audience first. 
f, Take advantage of opportunities to learn how to share the gospel wit.h 
someone who would like to become a Christian. 
5. A lay pastor must take care of himself/herself. 
a, Take care of yourself spiritually. 
1) Take time to pray. 
2) Take time to read the Bible. 
3) Take time to worship. 
4) Take time to learn and grow spiritually. 
b. Take care of yourself physically. 
1) Eating and exercising right. 
2) Recreation and fun. 
3) Rest. 
c. Take care of yourself relationally. 
1) Your family is your first place of ministry. 
2) Friendships and socialization. 
Excellence demands accountability. 
1. A lay pastor must sllbmi t to authority. 
a. A person unwilling to submit to authority is not fit to serve in 
leadership. 
b. Under what authority does a lay pastor submit? 
1) Jesus Christ: We minister to serve and represellt Him, not 
ourselves. 
2) The church: We are ministering also as representatives of the 
church, which is the body of Christ. 
3) The pastor: The pastor is our equipper and enabler. His 
experience and example should be a valuable resource for 
us. 
2. A lay pastor must be a part of the pastoral staff team. 
a. The lay pastoral care staff is to serve as a team for ministry. We 
are not trying to do this alone. 
1) As team members, take interest in and be an encourager to your 
fellow team members. 
2) As team members, find support and encouragement from other team 
members. 
b. The team will meet together at least every three months. These 
meetings will include: 
1) Evaluation and feedback opportunities. 
2) Encouragement and motivation. 
3) Training for improvement in ministry. 
c. Lay pastors need to see these meetings as essential and will make a 
priority of attending these meetings. 
Rogers 283 
3. A lay pastor must be faithful in reporting. 
a. The importance of reporting. 
b. 
1 ) 
2 ) 
3 ) 
What 
1 ) 
It provides a means of motivation. \~'hat must be reported tends 
to get done. 
It provides assurance that needs are being met. Because this 
ministry is so important, as a church we must know that 
it is being done. 
It provides feedback for evaluation. No program for ministry 
is perfect. Reporting Hill provide valuable information 
concerning the ministry. 
Hill be reported. 
First contact report. This will llelp ns know that you llave 
started and how we can help you and others be effective 
in starting the ministry. 
2) Monthly COlltact reports. This will help us know how YOll are 
doillg and whether our people are receiving care. 
Opportunities for comments and feedback will be provided. 
Evaluation and improvement of the ministry of lay pastoral care: 
1. Evaluation and feedback are an essential part of making the ministry as 
effective as possible. 
2. Sources of feedback. 
a. Congregational survey. 
h. Evaluations from lay pastors. 
c. Evaluations from those receiving care. 
d. Data from reports. 
3. What will we do with this information. 
a. Determine the over-all effectiveness of the ministry to determille 
whether it should be continued. 
h. Determine those areas in the ministry which need changing in order to 
improve the ministry. 
c. Determine areas for further training of lay pastors. 
• 
APPENDIX D 
Sample Letter 
Sent to Families to Introduce Their Lay Pastor 
January 10, 1993 
Mr. & Mrs. Joe Blow 
777 Christian Way 
Middletown, IN 47356 
Dear Joe & Mary: 
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Our church is committed to providing as much care and interest in 
the lives of our people as we can. In order to better fulfill this 
commitment we have implemented a ministry of lay pastoral care. Through 
tllis program we believe we can better love and support all of the 
families of our congregation. 
A group of lay people have been trained and commissioned by our 
church to serve as Ollr lay pastoral care staff. They have committed 
themselves to reach out to tile people of the churcll l~ith tIle love and 
care of Christ. It is their desire to he of service and encollragement 
to all wllo worship or identify with our cllurch . 
Wi thin the next couple of weeks, John and Martha Jones, 1dll be 
contacting you personally. Each person of lay pastoral care staff has 
accepted the respollsibiJity of reaching alit to specific individual.s or 
families. One of tllese lay pastors will be desiring to find an 
opportunity to visit with you and to get to know you personally. It is 
my Ilope that you will be receptive to this visit. 
We really do appreciate you and your famiJ.y very much. Please 
feel free to call me personally or the church office if there is any Hay 
we can be of greater service to your needs. May God's richest blessings 
be yours. 
Your friend in Christ 
Philip C. Rogers, Pastor 
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APPENDIX E 
Lay Pastor Care Staff Application 
Name: Phone: 
Address: 
Ci ty: State: Zip: 
Name of ministry partner (if desired): 
Number of families for whom you believe you can provide care: 
You may, i.f you choose, to request up to 50 percellt of your care group. 
There is no assurance that all your requests can be honored, but they will be 
given special consideratiorl. 
Names of people requested: 
-------------------------------------
_ .... - .. _- ._-----
... _---------------------------
.. _----_._._------------------
Depending on the Holy Spirit: 
----
I confess Jesus Christ to be my Lord and Savior 
I will minister under tIle authority of the church 
I will be faitllful in ministry 
I will seek further equipping as it is available and to extent I 
am able 
I will commit myself to continuing personal spiritual growth 
Signed: 
Date: 
APPENDIX F 
Report of First Visit 
Name of Family Visited: 
Initial contact date 
Initial visit date 
Getting Acquainted. 
Check list: Phoned for appointment 
Pl'ayed before going 
Small talk 
Explained lay pastor ministry __ _ 
Explained availability 
Am praying for them daily 
How were you received: Graciously 
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Reluctantly __ _ 
Not at all 
• 
General evaillation of first visit: 
Plans for llext visit: 
Goals for caring (based on first visit): 
• 
---------------------------------------------------------------------
Signed by Lay Pastor making visit 
APPENDIX G 
Lay Pastors Monthly Contact Report 
Lay Pastor's Name 
Date Name Code 
I I 
I I 
I I 
I 
I 
I 
I 
I 
I I 
I I I 
I I I 
I I I 
I I I 
I I I 
I I I 
I I I 
I I I 
I I I 
I r 
I I 
I I I 
I I I 
I I [ 
I I I 
I [ 
I I 
I I 
I l 
Contact Code 1. Home Visit 
2. Other Face-to-face visit 
3. Telephone 
4. Mail 
5. Other (please explain) 
Comments: 
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Month 
Year 
Comments Help! 
, 
-I 
I 
I 
I 
Check "Help" if you 
need help from the 
pastor 
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APPENDIX H 
Lay Pastors Commissioning Ritual 
The ministry of care in the name of Jesus is the call and 
responsibility of every person who is a Christian. There iSI however, a 
ministry of care for which the church as the body of Christ assunles 
special responsibility. This is a care whicll goes lJeyond that which 
happens spontaneously and is done in such a manner wl1ich seeks to insure 
that all who are a part of the body are loved. This is wllat may l)e 
called "Pastoral Care." 
The responsibility of providing this care rests with the chure)1. 
This ministry is essential to our fulfilling the responsibility to love. 
It is to this ministry that you who stand before this congregation have 
sensed God's call. As a member of our lay pastoral care staff, you will 
be a part of a ministry that is much bigger than anyone person. You 
are a part of kingdom work which desires to love others in the name of 
Jesus Christ. 
As a lay pastor in the Middletown Church of the Nazarene I ask you 
the following: 
Do you sincerely confess that Jesus Christ is your personal Lord 
and Savior at this moment? If so answer, I do. 
Wi 11 you accept the responsib iIi ty and pr! vilege of minister ing 
llnder tIle, authority of the church of Jesus Christ? If you will, answer, 
I will. 
Will you commit yourself to be faithful to tIle ministry of lay 
pastoral care to the best of your abi 1 ity? I f so answer, I will. 
Wi 11 you be willing to learn and grow through opportunities 
training and equipping to the extent that you a.re a.ble. If so anSh'el', 
I will. 
Will you commit yourself to continuing personal spiritual growth 
through personal study and prayer? I f so, ans\~er, I ~Ti 11. 
Will you, in all this, depend on the presence, guidance, and power 
of the Holy Spirit within you to enable you to carry out the 
responsibilities of this millistry. If so answer, I will. 
I ask you to now kneel in an attitude of prayer and submission to 
our Lord. 
It is my joy and privilege to 110W commission each one of YOll into 
the ministry of lay pastoral care in the Middletown Church of the 
Nazarene. You are Ilereby authorized to reach out with love and 
compassion in the name of Jesus Christ, Ollr Lord and Savior, and as 
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member of the lay pastoral care staff of this church. May you be 
empowered with courage, \~isdom) perseverance, and 10\'8 through tIle Holy 
Spirit in your endeavors. And may you experience the rich blessings that 
come from God) our heavenly Father) realized through faithfulness and 
service in His Name. 
Let liS pray together. • • 
(All the lay pastors are asked to kneel and the pastor leads in a prayer 
for them. ) 
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APPEND! X I 
Lay Pastors Training Evaluation Form 
FORMAT: 
In what format did you take the training? 
Wednesday Evellings 
Friday Evening/Saturday Mornillg 
Very 
Good Good Acceptable Poor 
1. Did you find the format a good 
one? 
2. How did you find the over-all 
training? 
3. How well did the training prepare 
you? 
Comments: 
Please rate the individual sessions: 
Not 
Very 
Poor 
Very 
Helpful Useful OK N Useless t eeessary 
• 
1. Pastoral Care by the Book 
2. What does a Lay Pastor Do? 
3. Providing Routine Pastoral Care 
4. Pastoral Care in Crisis 
Situations 
5. Pastoral Care with Difficult 
People 
6. The Lay Pastor as Responsible 
and Accountable 
What did you find most helpful in the training? 
What would you like to have seen done differently? 
Other Comments: 
---
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APPENDIX J 
Congregational Sllfvey 
Please circle the nllmber that reflects YOllf felleillgs about the 
following statements. 
1 Strongly Agree 
2 Agree 
3 Uncertain 
4 Disagree 
5 Strongly Disagree 
1 2 345 I consider this to be a caring churcll. 
1 2 345 I feel that this church cares about me personally. 
1 234 5 I Ilave personal contact from someone in tile the church 
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